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PROPOSED  REORGANIZATION  OF  THE  NAVY. 


Hi  

Thb  Committee  on  Naval  Affaibs, 

^  Thursday,  December  16,  1909. 

The  Committee  this  day  met,  Hon.  George  E.  Foss  in  the  chair. 

STATEMEHT  OF  HOV.  GEORGE  VOV  L.  KETER,  SECBETABY  OF 

THE  FAVY. 

The  Chairman.  Gentlemen,  we  have  the  Secretary  of  the  Navy 
with  us  this  morning  and  we  are  very  glad  to  see  him  at  this  table. 

Secretary  Meter.  And  I  am  very  glad  to  be  here. 

The  Chairman.  Mr.  Secretary,  we  have  been  having  hearings  on 
the  estimates  for  the  naval  appropriation  bill  for  ten  days  or  so  and 
we  have  heard  all  the  bureau  chiefs  and  the  Assistant  Secretary  of  the 
Navy.  You  have  sent  us  some  memoranda  relating  to  changes 
which  you  desire  made  in  the  appropriations  for  this  year  and  we 
have  invited  you  to  be  present  this  morning  to  explain  them  and  to 
state  their  enect  and  also  the  reasons  therefor;  and,  if  you  please, 
we  will  ask  you  to  do  it  in  your  own  way. 

I  would  suggest  that  we  first  hear  the  Secretary  and  then  after- 
wards we  can  ask  questions  relating  to  these  matters. 

Secretary  Meyer.  I  would  say,  Mr.  Chairman  and  members  of  the 
committee,  that  I  |im  not  quite  sure  how  fully  you  desire  me  to  go 
into  the  subject.  In  the  first  place,  this  memorandum  was  prepared 
principally  to  show  to  the  committee  the  assignment  of  the  diflterent 
duties  of  the  Bureau  of  Equipment  should  the  proposition  of  abolish- 
ing that  bureau  meet  with  your  approval.  The  paper  defines  the 
present  estimates,  what  the  estimates  would  be  if  the  Bureau  of 
Equipment  is  aboUshed  and  what  the  estimates  would  be  if  the 
Bureau  of  Equipment  is  not  abolished.  That  is,,  it  assigns  the 
duties  to  four  different  bureaus.  It  does  not  give  the  amounts 
because  those  have  to  be  gone  over  very  carefully,  but  I  am  told 
that  they  will  be  ready  for  the  committee  within  three  days.  The 
three  different  columns  show  fijst  the  present  estimates,  then  if  the 
Bureau  of  Equipment  should  be  abolished,  and  the  other  column  if 
the  Bureau  or  Equipment  is  not  abolished.  I  want  to  be  perfectly 
frank  with  the  committee.  If  you  make  the  appropriations  accord- 
ing to  the  estimates  than  the  work  can  be  assigned  wherever  the 
appropriation  has  been  passed  according  to  the  estimates.  Unless 
you  give  the  authority  the  bureau  can  not  be  entirely  abolished,  but 
it  would  leave  with  the  bureau  such  work  as  the  law  prescribes, 
which  refers  to  hydrographic  work.  The  work  of  the  Bureau  oi 
Equipment  is  such  that  it  can  advantageously  be  assigned  among 
the  four  bureaus  which  have  been  enumerated  in  this  paper.  There 
are  also  some  other  changes  involved  which  are  not  included  in  the 
abolition  of  the  Bureau  of  Equipment. 


Digitized  by  VjOOQ  IC 


4       PROPOSED  REORGANIZATIOK  OP  NAVY  DEPARTMENT. 

The  guiding  principle  that  has  been  adhered  to  in  the  reassign- 
nient  of  the  bureau  duties  has  been  to  ^ive  to  each  bureau  the  cog- 
nizance of  those  materials  or  works  in  which  it  is  to  be  regarded  as  the 
expert.  In  the  previous  distribution  of  bureau  duties  many  depart- 
ures from  this  logical  system  are  to  be  observed. 

Take,  for  example,  the  subject  of  public  works,  which  includes 

Srincipally  the  buddings  constructed  at  navy-yards  and  elsewhere, 
redgmg,  sea  walls,  and  the  like.  The  navy  possesses  a  corps  of 
civil  engineers  who,  under  the  Bureau  of  Yards  and  Docks,  may  be 
supposed  to  be  qualified  above  all  other  naval  officers  for  the  work 
peculiar  to  their  profession.  The  new  assignment  will  give  charge  of 
the  construction  of  all  public  works  to  tne  Bureau  of  Yards  and 
Docks;  yet  hitherto  the  bureau  of  Navigation  has  estimated  for  and 
expended  appropriations  for  buildings  at  training  stations,  the  War 
College,  ana  elsewhere;  the  Bureau  of  Medicine  and  Surgery  has 
carried  out  the  same  duties  at  hospitals;  the  Bureau  of  Ordnance  at 
magazines,  and  so  on.  The  new  plan  will  give  the  maintenance  and 
repair  of  buildings,  maintenance  of  grounds,  etc.,  to  Yards  and  Docks 
at  the  navy-yards,  as  heretofore,  and  in  the  case  of  outlying  stations 
devoted  excfusively  to  one  bureau,  where  no  civil  engineer  is  on  duty 
(hospitals,  magazines,  and  the  like),  the  functions  of  maintenance  and 
repair  will  continue  to  rest  with  the  bureau  using  the  station,  but 
hereafter  new  construction,  even  at  the  detached  stations,  will  be 
done  by  Yards  and  Docks. 

Another  anomalous  case  is  that  of  floating  dry  docks.  No  doubt 
because  the  earlier  docks  were  basins  constructed  by  civil  engineers 
and  were  thus  assigned  to  the  Bureau  of  Yards  and  Docks,  when  float- 
ing dry  docks  were  first  constructed  they  were  assigned  to  the  same 
bureau  and  have  since  remained  there.  A  floating  dry  dock  comes 
more  properly  within  the  cognizance  of  the  hull  expert ;  it  is  built  of  the 
same  materials  and  under  the  same  conditions  as  any  other  floating 
vessel;  it  must  be  braced  to  stand  strains  on  the  same  principle;  it 
must  possess  buoyancy  and  stability  under  different  conditions  of 
load  that  it  carries;  ana  the  recent  voyage  of  the  Dewey  to  the  Philip- 
pines shows  that  it  mav  be  put  to  the  test  of  sea-^oing  qualities. 
Floating  dry  docks  are  tnerefore,  under  the  new  plan^  to  be  under  the 
cognizance  of  the  Bureau  of  Construction  and  Repair. 

The  assignment  of  electrical  and  other  motive  machinery  is  also 
illo^cal.  Here,  apparently,  the  test  as  to  who  should  have  charge  of 
a  given  piece  or  motive  machinery  lay  in  the  answer  to  the  question, 
**What  IS  the  ultimate  destination  of  the  power  developed?"  and  not, 
as  it  should  be,  *' Who  is  best  qualified  to  design,  instaU,  operate,  and 
repair  the  special  type  of  engine  or  motor  which  develops  tne  power?'' 
Thus,  in  the  days  wnen  capstans  and  steering  wheels  were  worked  by 
hand,  the  anchor-hoisting  and  the  steering  devices  fell  to  Construc- 
tion and  Repair;  when  steam  engines  came  to  be  supplied  to  replace 
hand  power  in  these  operations  they  were  assigned  to  Construction 
and  Repair,  because  they  formed  part  of  the  anchor  gear  and  the 
steering  gear,  respectively;  and  the  bureau  which  existed  for  the  pur- 
pose of  supplying  steam  engines  to  the  navy  has  until  now  had  no 
connection  with  the  auxiliary  engines  referred  to.  Similarly,  if  a 
person  enters  the  turret  of  a  battle  ship,  he  will  find  the  electric 
motors  which  turn  the  turret  under  the  cognizance  of  Construction 
and  Repair,  because  they  perform  their  work  upon  a  part  of  the  hull — 
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the  turret;  the  electric  motors  for  hoisting  ammunition,  under  the 
Bureau  of  Ordnance,  because  they  perform  their  work  in  a  bailiwick 
assigned  to  that  bureau;  and  the  bureau  which  is  supposed  to  be  the 
expert  in  electricity  (at  present,  Equipment)  has  no  runctions  in  the 
turret — generally  speaking — except  to  furnish  the  electric  lights. 

In  the  new  plan  the  policy  has,  tnerefore,  been  adopted  of  placing  all 
power  apparatus — steam,  electric,  pneumatic,  and  nydraulic — under 
a  single  oureau,  Steam  Engineering,  and  to  give  to  that  bureau  abso- 
lutely everything  pertaining  to  the  generation  of  power  by  any  of  the 
methods  named.  This  having  been  decided,  it  became  necessary  to 
defme  the  limit  of  jurisdiction  of  that  bureau ;  there  was  no  reason  to 
give  it  jurisdiction  beyond  the  point  at  which  its  expert  knowledge 
was  essential — that  is  to  say,  the  motor  or  engine;  and  its  province, 
therefore,  ceases  at  that  pomt;  it  is  only  when  a  piece  of  machinery 
is  "direct-connected" — tnat  is,  when  the  machine  driven  is  on  the 
same  shaft  as  the  motor  or  engine  which  furnishes  it  with  power — 
that  the  Bureau  of  Steam  Engineering  takes  cognizance  of  the  whole. 
In  the  excepted  case  it  would  obviously  be  inexpedient  for  one  end  of 
a  shaft  to  be  assigned  to  one  bureau  and  the  other  end  to  another^  but 
no  difficulty  exists  when  the  transmission  passes  through  intermediate 
gearing. 

Until  the  recent  changes  went  into  effect,  the  civil  en^eer  at  a 
navy-yard  was  given  the  responsibility  for  the  steam-machmery  plant 
that  mmished  power  throughout  the  yard,  and  a  paymaster  for  the 
coal-handling  machinery,  and  many  other  anomalies  might  be  cited. 

I  have  cone  into  this  before  taking  up  the  Bureau  of  Equipment 
because  i  wanted  to  call  to  the  committee's  attention  what  the 
policy  has  been  in  drawing  irp  the  new  plan,  and  that  is,  to  put 
under  the  bureaus  the  wonc  for  which  they  are  specially  qualined 
by  the  experience,  education,  and  technical  knowledge  of  their 
chiefs  or  the  department  to  which  the  work  belongs.  For  instance, 
if  the  plan  is  carried  out  in  the  estimates  all  public  works  will  be 
done  by  the  Bureau  of  Yards  and  Docks.  For  example,  the  con- 
struction of  many  buildings,  etc.,  has  been  done  in  the  bureaus  to 
which  the  buUdings  belonged.  Therefore  there  were  many  cases 
where  work  has  not  been  properly  estimated  or  specifications  have 
not  been  drawn  up  in  a  form  which  would  get  tne  best  bids  and 
the  work  has  not  been  done  in  such  a  manner  as  it  would  be  done 
in  a  commercial  organization.  There  is  no  reason  whatsoever  why 
in  that  direction  we  can  not  follow  the  best  commercial  policies. 
For  instance,  at  Hingham,  Mass.,  where  we  were  building  a  spur 
track,  the  bids  had  been  sent  in  and  rejected  just  before  I  came  into 
office.  A  second  set  of  bids  came  in  and  the  contractors  called  to 
our  attention  the  fact  that  our  specifications  were  not  properly 
drawn,  and  I  insisted  upon  their  redrawing  by  civil  engineers 
speciaUy  assigned,  and  we  made  a  considerable  saving,  and  the  spur 
track  has  been  properly  constructed. 

Now,  to  take  up  the  Bureau  of  Equipment,  my  report  states  con- 
cisely the  reasons  for  the  abolition  of^  Equipment.  In  brief,  that 
bureau  stands  for  nothing,  as  it  were;  its  duties  are  not  distinctive, 
.  and  by  assigning  the  several  more  important  duties  to  other  bureaus 
where  they  logically  belong,  there  remains  not  enough  to  make  it 
worth  while  as  a  separate  administrative  branch  of  the  department. 
By  merging  its  duties  into  other  bureaus,  there  may  be  expected  to 
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be  a  saving  of  clerical,  force — notably  in  the  matter  of  its  chief  clerk 
and  file  clerks,  and,  perhaps,  also  in  the  case  of  othera. 

Its  principal  duties  at  present  are  the  supnly  of  electrical  apparatus, 
the  supply  of  coal,  and  the  supply  of  articles  of  ship's  equipment  of 
which  the  most  important  are  anchors  and  chains,  canvas  and  cordage, 
and  navigational  outfits.  The  electrical  feature  can  be  advantage- 
ously transferred  to  Steam  Engineering — the  machinery  and  power- 
supplying  bureau — and  the  electrical  experts  heretofore  on  dutv  in 
Equipment  can  find  more  appropriate  surroundings  in  Steam  Engi- 
neering. That  is,  in  Steam  Engineering,  which  m  the  navy-yards 
will  be  Machinery,  the  idea  is  to  group  together  everything  that  is 
motive  power.  The  supply  of  coal  is  primarily  a  matter  of  commer- 
cial purchase,  and  should  therefore  go  to  Supplies  and  Accounts; 
the  one  technical  feature  involved  is  its  inspection,  which  is  now  to 
be  assigned  to  Steam  Engineering — the  user  of  the  coal.  The  various 
articles  of  equipment  can  be  advantageously  assigned  as  indicated 
in  the  schedules,  showing  the  proposed  distrioution  of  the  Bureau  of 
Equipment's  principal  appropriation,  '*  Equipment  of  Vessels,"  in 
Appendix  B,  which  I  have  with  me.  It  is  proposed,  among  other 
things,  that  the  Hydrographic  Office,  Compass  Office,  Naval  Observa- 
tory, and  Nautical  Almanac  be  combined,  and  be  subordinated  to 
the"  Bureau  of  Navigation,  and  charged  with  the  supply  of  naviga- 
tional instruments,  thus  combining  closely  all  supplies  and  technical 
information  to  be  drawn  upon  in  navigating  ships. 

Thus  I  have  called  to  your  attention  in  brief  the  diflFerent  assign- 
ments of  the  present  duties  of  the  Bureau  of  Eauipment.  I  felt  from 
the  study  which  I  have  endeavored  to  give  tne  subiect  in  the  last 
eight  months  that  it  would  be  advantageous  to  distribute  th«  duties 
as  designated  in  the  paper  which  you  all  have  before  you.  I  would 
therefore  request  and  beg  of  the  committee  to  give  that  matter  very 
serious  consideration.  The  idea  of  the  abolition  of  the  Bureau  of 
Equipment  has  not  originated  with  me;  it  has  been  recommended 
previously,  and  I  feel,  as  I  have  already  stated,  that  it  would  be  a 
move  of  consolidation  in  the  right  direction  which  would  bring  greater 
efficiency  and  in  the  end  greater  economy. 

Without  proceeding  further,  if  there  are  any  questions  I  can 
answer  as  regards  the  Bureau  of  Equipment  changes,  I  shall  be  very 
glad  to  do  my  best  to  meet  the  requirements. 

Mr.  Roberts.  I  would  like  to  ask  the  Secretary  what  effect  it 
would  have  on  his  plans  for  reorganization  and  greater  efficiency  in  the 
yards  if  Congress  does  not  sanction  the  abolition  of  the  Bureau  of 
Equipment  ?    In  other  words,  would  it  complicate  the  situation  ? 

Secretary  Meyer.  It  would  be  a  little  more  difficult  to  carry  out 
the  changes  desired  in  the  Bureau  of  Equipment  duties  because  it 
would  require  more  red  tape. 

Mr.  Roberts.  Would  you  get  as  great  efficiency,  leaving  the  Bureau 
of  Equipment  as  it  is,  under  the  new  plan  of  reorganization? 

Secretary  Meyer.  No,  sir;  because  it  would  leave  out  a  reform 
which  has  been  universally  conceded  to  be  advisable  in  the  interests 
of  economy.  It  leaves  a  fifth  wheel  of  a  coach  and  requires  us  to 
duplicate  work,  if  the  Bureau  of  Equipment  should  not  be  abohshed. 
But  you  should  pass  the  appropriation  according  to  the  present 
estimates.  What  I  would  do  then  would  be  to  assign  the  work.  Take, 
for  example,  the  question  of  coal,  I  could  assign  that  to  the  Bureau 
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of  SuppKee  and  Acounts;  but  in  order  to  come  within  the  law — that  ia, 
the  law  of  1906 — which  compels  the  appropriation  to  be  expended  in 
the  bureau  under  which  the  appropriation  nas  been  made — according 
to  the  ruling  of  the  Attorney-General — ^I  could  assign  the  purchasing 
of  coal  to  the  Bureau  of  Supplies  and  Accounts;  but  it  would  have  to 
be  O.  K.'d  and  needlessly  go  through  the  Bureau  of  Equipment. 

I  want  to  call  the  committee's  attention — ^I  made  no  fuss  about  it 
and  kept  it  out  of  the  papers  because  I  did  not  want  to  caU  attention 
to  it — to  the  fact  that  certain  clerks  and  large  appropriations  were 
taken  bodily  from  the  Bureau  of  Equipment  ana  assigned  to  the 
Bureau  of  Supplies  and  Accounts.     That  was  contrary  to  the  law. 

Mr.  Roberts.  That  was  done  by  a  predecessor  of  yours? 

Secretary  Meyer.  Yes,  sir.  After  working  out  and  studying  these 
plans  in  detail  I  adopted  the  idea  of  assigning  electrical  work  to  the 
Bureau  of  Steam  Engmeering,  but»I  wanted  to  oe  s^re  o^my  premises, 
and  not  having  any  solicitor,  I  consulted  the  Attome^rGenoral.  I 
want  to  say,  in  this  connection,  gentlemen,  that  it  is  mipossible  for 
me  to  get  a  solicitor  for  S2,500.  You  paid  the  previous  solicitor  a 
salary  of  $4,000,  but  bjr  some  reason,  according  to  the  appropriation, 
that  salary  became  extinct  with  his  death  and  reverted  to  the  pre- 
vious salary  of  $2,500.  I  do  not  think  there  is  a  solicitor  in  anj 
department  that  gets  less  than  $4,000  and  some  get  $5,000,  and  it  is 
essential  for  good  l>usiness  that  we  have  a  lawyer  of  attainments  and 
knowledge  of  law  in  order  to  protect  the  department.  Where  there 
are  large  appropriations  involving  millions  of  dollars  it  is  poor  econ- 
omy to  save  $1,500  a  year  on  the  legal  adviser. 

Mr.  Thomas.  From  a  practical  standpoint,  why  should  electrical 
apparatus  go  to  Steam  Engineering,  why  should  it  not  go  to  Con- 
struction and  Repair? 

Secretary  Meyer.  Because  that  is  used  as  motive  power.  Elec- 
tricity is  a  branch  of  mechanical  engineering,  and  all  branches 
should  be  under  one  bureau.  On  board  ship  the  care  and  manage- 
ment of  the  large  electric  plant  are  all  under  line  officers  who  also 
manage  the  other  machinery  in  the  ship. 

Mr.  Thomas.  They  desim  the  ships? 

Secretary  Meter.  The  bureau  of  Construction  and  Repair  does 
not  design  machinery.  The  idea  is  to  get  together  logically  experts 
and  men  who  are  specially  equipped  for  the  work  which  is  to  be  done. 
For  instance,  electricity  is  one  of  the  motive  powers.  In  fact,  in 
the  bids  that  came  in  on  the  Wyoming  and  ArkansaSy  there  were 
proposals  made  by  one  firm  in  which  electricity  would  be  used 
directly  in  connection  with  the  motive  power  of  the  ship.  It  was  a 
new  plan.  I  can  not  go  into  the  details  of  it  explicitly,  but  I  can 
give  you  a  proper  idea.  It  was  a  plan  by  which  the  reciprocating 
engines  were  to  be  used  in  connection  with  turbine  engmes,  and 
electricity  was  to  be  used  as  motive  power  in  connection  with  that. 
It  has  now  come  forward  as  a  motive  power  of  the  future.  I  do  not 
know  that  you  had  come  in  when  I  spoKe  of  the  steering  gear  and  the 
windlass.  Formerly  they  were  moved  by  hand  and  now  engines 
are  used. 

Mr.  Thomas'.  I  understand.  I  have  always  understood  that  con- 
structors were  the  men  who  designed  those  things? 

Secretary  Meyer.  Originally,  ves,  sir;  but  now  that  it  has  become 
a  motive  power,  if  anytmng  of  that  sort  gets  out  of  order,  it  is  not  a 

Digitized  by  LjOOQ  IC 


8  FBOPOSBD  BBOBOANIZATIOK  09  HAVT  DBPABTMBHT. 

constructor  who  puts  it  in  order — it  is  the  engineer.  The  man  who 
has  run  it  or  put  it  in  order  is  the  man  under  whom  it  should  come, 
because,  otherwise,  you  are  simply  duplicating  the  work.  Then,  too, 
it  must  be  understood  that  steenng  engines  are  commercial  artides, 
and  are  almost  always  piu-chased  and  not  manufactured. 

Mr.  LouB.  Under  this  readjustment,  is  not  the  title  "Steam 
Engineering"  a  misnomer) 

Scretary  Mbter.  Yes,  sir. 

Mr.  LoxTD.  Should  it  not  be  changed  to  Power  Department! 

Secretary  Msyeb.  Power  or  Machinery,  or  more  properly.  Engi- 
neering. 

Mr.  Loud.  Steam  Engineering  is  a  misnomer  f 

Secretary  Meter.  Yes,  sir;  most  decidedly.  But  Engineering 
coyers  any  manifestation  of  power. 

Mr.  Thomas.  I  am  under  the  impression  that  we  will  do  away  with 
steam  entirely  t 

Secretary  Mbteb.  It  is  possible,  but  we  will  haye  to  haye  motiye 
powen 

Mr.  Thomas.  We  will  propel  the  ships  by  gas  engines  and  haye  the 
gas  producers? 

Secretaiy  Meyer.  Possibly. 

Mr.  Dawson.  Is  it  the  opinion  of  the  Attorney-General  that  sub- 
sequent legislation  has  yirtually  repealed  the  old  proyision  of  law 
which  giyes  the  Secretary  the  power  to  assign  the  duties  of  one  bureau 
whereyer  he  sees  fit ) 

Secretary  Meter.  No,  sir.  The  powers  of  the  Secretary  of  the 
Nay]r  areyery  great ;  greater  probably  than  any  other  cabinet  officer  in 
certain  ways,  but  they  did  limit  it.  They  do  not  take  away  that  power, 
but  the  Attomey-Generars  ruling  was  that  the  Secretary  of  the  N^yy 
must  execute  that  power  aceordmg  to  the  appropriation  act  under 
which  he  is  working. 

Mr.  Butler.  The  act  of  1904? 

Secretary  Meter.  June,  1906,  and  that  said  that  the  money  must 
be  expended  under  the  bureau  to  which  the  appropriation  was  as- 
signeo.  Therefore,  what  the  Secretary  can  do  and  what  he  should 
haye  asked  in  his  estimates  was  that  the  money  required  for  the  pur- 
chase of  coal  should  be  appropriated  under  Supphes  and  Accounts. 
He  could  then,  without  asKin^  Congress,  haye  assigned  the  duties  to 
Supplies  and  Accounts,  but  he  could  not  haye  started  it  until  the 
bednning  of  the  fiscal  year,  until  that  appropriation  went  into  effect. 

Mr.  Dawson.  So  the  effect  of  his  decision  is  not  the  repeal  of  that 
power  1 

Secretary  Meter.  No,  sir.  We  must  act  under  the  distribution 
of  duties  made  by  the  appropriation. 

Mr.  Gregg.  If  you  transfer  certain  duties  from  one  bureau  to 
another,  while  you  have  the  authority  to  do  that,  the  payment  has 
to  be  made  and  O.  K.'d  in  the  other  bureau? 

Secretary  Meyer.  Yoe,  sir.  Therefore,  if  the  committee  did  not 
in  its  wisdom  see  fit  to  grant  the  request  I  could  still  do  these  things 
in  order  to  demonstrate  and  work  out  the  changes  of  duties  in  a 
comprehensiye  way,  but  it  would  be  done  with  unnecessary  red  tape 
in  order  to  be  a  legal  transaction. 

Mr.  Dawson.  The  effect  now  is  that  while  the  purchase  can  be 
made  by  the  Bureau  of  Supplies  and  Accounts  at  the  same  time  the 
Bureau  of  Equipment  must  O.  K.  them) 
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Secretary  Meteb.  In  order  to  come  within  the  law.  Instead  of 
transferring  the  clerks  from  Equipment  to  Supplies  and  Accounts,  I 
suggested  tnat  they  should  be  assigned,  which  I  have  a  right  to  do 
for  a  period  of  three  or  four  mouths,  I  think  it  is,  and  then  have 
Equipment  O.  K.  after  looking  to  see  what  Supplies  and  Accounts 
had  aone.    That  brought  it  within  the  law. 

Mr.  Roberts.  But  that  meant,  Mr.  Secretary,  that  the  Bureau  of 
Equipment  had  gone  over  the  estimates  and  bids  and  the  action  of 
the  Bureau  of  Supplies  and  Accounts? 

Secretary  Meybb.  Had  satisfied  themselves  as  to  their  correctness. 

Mr.  Padgett.  Suppose,  Mr.  Secretary,  that  the  Bureau  of  Supplies 
and  Accounts  should  act  with  reference  to  the  purchase  of  coal  and 
for  some  reason  satisfactory  to  itself  the  Bureau  of  Equipment  should 
decline  to  O.  K.  the  action,  then,  under  the  scheme  unoer  which  you 
are  operating,  what  would  be  the  status? 

Secretary  Meyer.  Then,  I  should  take  it  up  personally,  and  if  I 
found  it  correct  I  would  order  the  Bureau  of  Eouipment  to  O.  K.  it, 
and  then  if  he  refused  I  would  go  to  the  Presiaent  and  get  another 
chief  of  bureau. 

Mr.  Roberts.  That  brings  us  right  up  to  the  point.  You  say  that 
you  would  get  another  chief  of  bureau  ? 

Secretary  Meyer.  Yes,  sir. 

Mr.  RoBEBTS.  You  can  not  dismiss  the  chief  of  bureau,  as  he  is 
nominated  bv  the  President  and  confirmed  by  the  Senate? 

Secretary  Meyer.  With  the  consent  of  the  President.  If  he  did 
not  carry  out  the  policy  of  the  department,  I  believe  the  President 
would  ask  for  his  resignation. 

Mr.  Roberts.  You  have  no  absolute  power  yourself? 

Secretary  Meyer.  No;  it  would  be  by  the  act  of  the  President, 
not  by  my  act.  Of  course,  I  would  naturally  not  take  such  a  posi- 
tion as  that  unless  I  was  absolutely  satisfied  that  the  chief  of  bureau 
was  unable  to  earn;-  out  instructions. 

Mr.  Roberts.  We  understand  that;  it  was  only  a  supposititious 
case. 

Secretary  Meyer.  After  I  had  looked  into  it  with  the  utmost  care 
and  shoula  report  the  procedure  to  the  President,  I  am  perfectly 
satisfied  in  that  case  the  President  would  sustain  me. 

Xp  cover  that  point  a  little  more  clearly,  the  Secretary  of  the  Navy 
is  authori2ed  by  law — ^this  makes  it^quite  clear — to  distribute  the 
business  of  the  Navy  Department  in  such  manner  as  he  shall  judge 
to  be  expedient  and  proper  (sec.  419,  R.  S.).  In  pursuance  of  this 
authority,  it  was  the  desire  of  the  Secretary  to  make  a  redistribution 
of  bureau  duties  at  the  time  of  putting  into  effect  the  change  of 
department  organization;  but  upon  reference  to  the  Attomev- 
General  the  latter  decided  that  the  Secretary's  authority  under  the 
law  above  referred  to  was  qualified  by  the  act  of  June  22,  1906 
(legislative,  executive,  and  judicial  act),  and  by  the  various  appro- 
priation bills,  and  that  when  Congress  appropriated  for  the  expendi- 
ture of  funds  for  a  specific  purpose  under  a  given  bureau  the  duties 
thereby  attaching  to  that  bureau  in  connection  with  such  expendi- 
ture were  to  be  regarded  as  regulated  by  law  and  were  not  to  be 
changed  by  the  Secretary  during  the  life  time  of  the  appropriation. 

Mr.  Roberts.  You  do  not  give  the  reference  to  the  appropriation 
bill. 

Secretary  Meyer.  As  I  remember,  it  was  June  22,  1906.^ 
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Mr.  Roberts.  In  the  sundry  civil  appropriation  bUl  ? 

Secretary  Meyer.  The  legislative,  executive,  and  judicial  bill  of 
that  date.  I  will  insert  here  the  extract  from  the  bill  which  tends  to 
restrict  the  power  of  the  Secretary  to  distributive  duties. 

Hereafter  the  estimates  for  expenses  of  the  Government,  except  those  for  sundry 
civil  expenses,  shaU  be  prepared  and  submitted  each  year  according  to  the  order  and 
arrangement  of  the  appropriation  acts  for  the  year  preceding.  And  any  changes  in 
Buch  order  and  arrangement  and  transfers  of  salaries  from  one  office  or  bureau  to 
another  office  or  bureau,  or  the  consolidation  of  offices  or  bureaus  desired  by  the  head 
of  any  executive  department,  maybe  submitted  b^  note  in  the  estimates.  The  com- 
mittees of  Congress  in  reporting  general  appropriation  bills  shall,'  as  far  as  may  be 
practicable,  follow  the  general  order  and  arrangement  of  the  respective  appropriation 
acts  for  the  year  precedmg. 

Mr.  Butler.  I  had  it  in  mind  that  it  was  1904,  but,  however,  as 
you  have  looked  it  up  more  recently  than  I  have 

Secretary  Meyer.  1  would  not  put  my  knowledge  against  youre. 

Mr.  Butler.  You  would  be  safe  in  doing  so. 

Secretary  Meyer.  The  act  that  affected  specially  this  case,  I  think, 
was  June  22,  1906. 

Mr.  Olcott.  If  this  change  is  made,  it  will  mean,  as  I  understand 
it,  considerable  less  work  to  be  done  by  the  Bureau  of  Construction 
and  Repair  and  very  much  more  work  to  be  done  by  the  Bureau  of 
Steam  Engineering.  In  other  words,  the  work  now  being  done  by 
the  Bureau  of  Equipment  goes  to  other  bureaus. 

Secretary  Meyer.  It  goes  to  four  bureaus;  you  must  bear  in  mind 
that  since  it  was  established  the  Bureau  of  Equipment  has  been 
given  additional  duties  which  at  the  present  day  bear  no  relation 
to  its  original  purpose,  and  those  duties  would  logically  go  to  other 
bureaus.  What  refers  to  motive  power  would  go  to  Steam  Engi- 
neering. In  the  navy-yard  organization  we  call  the  two  divisions 
one  "Huir'  and  the  other  "Machinery,"  but  for  the  moment,  as  I 
understand  it,  we  are  merely  on  the  question  of  the  Bureau  of  Equip- 
ment. It  will  add  certain  duties  to  the  Bureau  of  Construction  and 
Repair,  it  will  add  certain  duties  to  the  Bureau  of  Steam  Engineer- 
ing, and  it  will  add  duties  to  the  Bureau  of  Supplies  and  Accounts, 
which  they  have  been  doing,  but  we  found  that  irregular  and  con- 
trary to  the  law.  It  will  add  certain  duties  to  the  Bureau  of  Naviga- 
tion. On  the  whole  it  adds  materially  to  the  duties  of  both  Steam 
Engineering  and  Construction  and  Repair. 

What  is  taken  from  the  Bureau  of  Construction  does  not  amount 
to  much  and  does  not  decrease  its  importance  in  the  least,  because 
on  the  whole  it  gets  much  more  than  is  taken  from  it.  To  give  an 
idea  of  navy-yard  conditions  under  the  new  scheme  of  two  divisions, 
Hull  and  Machinery,  I  will  say  that  at  Boston  at  the  present  time 
the  total  unclassified  force  is  1,600  men,  of  which  880  are  m  Machinery 
and  720  are  in  the  Hull  Division.  There  are  no  vessels  of  the  fleet 
now  at  Boston;  with  the  fleet  under  repair  the  percentage  of  labor 
in  the  Hull  Division  would  be  greater. 

Mr.  Macon.  I  would  Hke  to  ask  the  Secretary  if  these  added  duties 
would  not  be  directly  in  line  with  the  other  duties  of  the  various 
bureaus  to  which  they  are  to  be  transferred? 

Secretary  Meyer.  Exactly  in  line,  according  to  my  views. 

Mr.  Macon.  There  would  not  be  much  more  work? 

Secretary  Meyer.  There  is  no  question  about  their  ability  to  do  it 
with  saving  of  space  in  the  building  and  ako  a  saving  of  clerical 
work.  ^ 
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Mr.  Roberts.  In  line  with  the  question  of  Mr.  Olcott's,  the  dis- 
tribution of  the  present  duties  of  the  Bureau  of  Equipment  among 
the  other  bureaus  is  not  designed  to  curtail  the  organization  of  any 
other  bureau;  as  matter  of  fact,  it  does  not? 

SecretaiT  Meyeb.  No,  sir.  Any  man  who  was  accustomed  to 
naval  worfe  would  see  that  it  was  drawn  on  purely  logical  reasons 
and  not  from  favoritism,  good  will,  or  friendship. 

Mr.  Dawson.  I  notice  a  considerable  number  of  appropriations 
that  have  heretofore  been  made  for  the  Bureau  of  Ordnance  under 
the  proposed  plan  would  be  made  for  the  Bureau  of  Steam  Engineering. 

Tne  Chaibman.  It  is  important  to  ask  what  changes  are  suggested 
in  connection  with  other  Dureaus  before  we  go  to  the  navy-yards. 
These  are  mentioned  on  pages  6,  7,  and  the  following  pages? 

Secretary  Meyer.  I  made  a  summary  of  legislative  changes  for  my 
own  benefit,  and  I  will  read  it.     It  is  only  a  page. 

The  following  is  a  brief  statement  of  all  cbanees  involved  in  the 
proposed  amendment  to  the  estimates ;  and  everything  really  turns  on 
the  estimates: 

(a)  The  transfer  of  all  public  works  to  the  Bureau  of  Yards  and 
Docks. 

That  I  took  up  first  before  taking  up  the  Bureau  of  Equipment 
separately. 

(b)  The  abolition  of  the  Bureau  of  Equipment  and  distribution  of 
its  duties. 

(c)  The  assignment  of  all  power-furnishing  appliances  (no  matter 
what  the  ultimate  destination  of  the  power  developed)  to  the  Bureau 
of  Steam  Engineering,  and  where  power  driving  apparatus  is  direct- 
connected  to  the  driven  machine  the  assignment  of  the  whole  machine 
to  that  bureau. 

(d)  The  assignment  to  the  Secretary's  office  of  all  appropriations 
for  tools  and  machinery  at  navy-yards. 

Mr.  Thomas.  Does  that  apply  to  new  work? 

Secretary  Meyer.  Yes,  sir. 

Mr.  Thomas.  What  about  the  construction  of  a  battle  ship,  the 
designing  of  its  machinery? 

SSsretaiy  Meyer.  That  is  not  changed  with  the  exception  of  such 
work  as  is  now  in  the  Bureau  of  Equipment.  The  Bureau  of  Con- 
struction and  Repair  is  to  design  ana  be  responsible  for  the  designing 
of  a  battle  ship.  They  have  everything  to  do  with  the  desigmng  of 
the  hull  structure,  turrets,  and  fittings.  That  has  not  been  changed 
and  they  are  held  responsible.  Steam  Engineering  will  have  the 
designing  of  everything  to  do  with  machinery. 

Mj.  Greoo.  Who  designed  the  machinery  heretofore? 

Secretary  Meyer.  The  Bureau  of  Steam  Engineering,  but  certain 
auxiUary  machinery,  steering  gear,  etc.,  which  was  formerly  worked 
by  hand,  naturally  went  to  the  Bureau  of  Construction  and  Repair; 
and  when  engines  and  machinery  were  apphed  to  that  work, 'by 
reason  of  its  having  originally  been  in  Construction  and  Repair,  it 
still  remained  there,  but  now  the  purpose  is  that  anything  to  do  with 
machinery  is  to  be  under  the  Steam  Engineering  Bureau,  and  every- 
thing to  do  with  construction  is  to  remain  with  Construction  and 
Repair.  The  Bureau  of  Construction  and  Repair  has  had  added  to 
.  its  work  the  floating  docks  which  have  been  under  Yards  and  Docks. 
That  is  going  to  be  additional  work  for  Construction  and  Repair,  fo: 
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the  reason  that  the  floating  dock  is  of  a  different  character  from  the 
masonry  dock.  The  masonry  dock  will  be  built  by  Yards  and  Docks, 
but  the  floating  dock  will  hereafter  be  under  Construction  and  Repair. 
Construction  and  Repair  will  also  get  from  Equipment  the  rope 
making^ and  most  of  the  duties  pertaining  to  the  equipment  of  vessels. 

Mr.  Padgett.  At  the  present  time  what  bureau  designs  the  boilers 
and  engines  of  a  new  ship? 

Secretary  Meyer.  Steam  Engineering,  which  is  machineir. 

Mr.  Roberts.  Before  going  away  from  the  Bureau  of  Equip- 
ment  

Secretary  Meyer.  I  have  wandered  from  Equipment  because  of 
the  question  of  the  chairman  so  as  to  cover  in  brief  what  legislative 
changes  were  recommended. 

Mr.  Roberts.  Before  you  leave  the  point  that  you  brought  up  a 
little  while  ago,  I  want  to  get  it  perfectly  clear  in  my  mind,  i  ou  said 
in  your  general  plan  that  if  there  was  one  end  of  a  shaft  under  one 
bureau  and  anotner  end  under  some  other  bureau,  you  did  not  pro- 

Jose  to  leave  that  divided  jurisdiction,  but  to  put  it  all  under  Steam 
Ingineering? 

Secretary  Meyer.  Yes,  sir. 

Mr.  Roberts.  Then  you  spoke  of  the  intermediate  machinerv,  and 
said  that  if  the  further  end  of  the  shaft  or  of  the  power  was  under  the 
other  bureau,  you  did  not  propose  to  take  that  away  from  the  other 
bureau.  Would  that  intermediate  machinery,  if  it  were  in  some 
other  bureau,  be  put  under  Steam  Engineering  under  this  plan? 

Secretary  Meyer.  Not  unless  it  was  the  motive  power. 

Mr.  Roberts.  If  the  motive  power  were  involved  it  would  be  put 
under  Steam  Engineering? 

Secretary  Meyer.  Yes,  sir. 

Mr.  Roberts.  But  the  further  end  would  not  be  taken  from  the 
other  bureau  ? 

Secretary  Meyer.  No,  sir. 

Mr.  Loud.  As  to  Construction  and  Repair  and  Steam  Engineer- 
ing, is  not  that  policy  now  pursued  in  all  the  large  private  yards  of 
the  country? 

Secretary  Meyer.  YeS;  sir. 

In  order  to  get  at  this  and  in  order  to  be  sure  of  following  the  policy 
that  the  most  successful  men  in  commercial  life  and  the  navies  of 
other  countries  have  adopted,  I  obtained  the  plan  and  organization 
of  all  our  prominent  shipyards  and  I  made  it  a  personal  study.  I  will 
insert  here  briefly  the  organization  of  our  largest  shipvards.  Ad- 
miral Capps  was  going  abroad — he  had  not  been  abroad  for  a  great 
many  j^ears — in  order  to  inform  himself  as  to  certain  progressive 

flans  of  naval  architecture,  and  he  asked  me  if  I  had  any  objection, 
urged  him  to  do  it,  and  I  took  the  opportunity  to  ask  him  to  person- 
ally look  into  navy-yard  construction,  because  under  this  last  scheme 
the  constructors  were  having  practical  control  of  the  yards,  and  I 
wanted  him  to  famiUarize  himself  with  the  EngUsh  and  German 
yards.  Admiral  Rodgers  went  abroad  in  order  to  make  observations 
before  going  to  the  War  College,  and  I  asked  him  to  give  me  his  point 
of  view  on  navy-yard  administration  abroad.  I  want  to  say  that 
these  officers  went,  not  at  my  instigation  and  order  for  this  particular 
purpose,  but  because  of  their  going  I  took  the  opportunity  to  let  them 
get  some  knowledge  for  me  on  navy-yard  administration,  each  giving 
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his  own  impression.  Their  reports  absolutely  agree  as  to  the  methods 
in  force,  both  England  and  Germany  having  hull  and  machinerj 
diviaioofl. 

The  most  economical  and  efficient  results  have  been  obtained  in 
yards  by  having  a  machinery  division  and  a  hull  division.  It  is  true 
of  England  and  Germany,  and  I  have  found,  also,  that  the  successful 
shipbuilding  concerus  of  this  country  have  the  same  methods. 

Mr.  LouDENSLAGER.  I  think  I  understood  you  to  say  that  in  the 
division  of  this  work  you  followed  practically  the  lines  adopted  in  the 
great  shipbuilding  yards  of  the  country? 

Secretary  Meyeb.  Yes,  sir.  I  will  add  the  organizations  I  have 
referred  to. 

Mr.  Loubenslaoer.  Have  jou  also  followed  out  their  lines  and 
their  rules  so  far  as  the  supervision  and  the  executive  part  of  the  work 
is  concerned? 

Secretary  Meter.  Not  entirely,  because  we  have  a  different  propo- 
sition from  a  commercial  organization.  I  claim  that  a  navy-yard  is 
not  a  manufacturing  plant,  that  a  navy-yard  is  a  repair  plant  which 
exists  solely  for  the  needs  and  requirements  of  the  fleet.  A  modem 
manufacturing  plant  is  organized  on  a  basis  to  do  what  may  be 
called  ** repeat"  work.  That  is,  they  run  on  certain  designs  for  a 
season,  and  they  have  a  most  economical  organization  to  repeat  their 
work  while  they  are  running  on  those  designs.  You  take  tne  Ann^r- 
ican  Bridge  Company  or  any  of  our  great  bridge  companies  and  they 
have  been  able  to  underbid  all  the  English  and  German  companies 
because  they  are  on  a  basis  by  which  they  make  certain  plans  and 
specifications  which  they  merely  repeat.  They  reproduce  every 
piece  of  the  bridge  so  that  it  can  be  put  in  any  country  in  the  world. 
That  sort  of  a  manufacturing  plant  can  be  run  on  a  very  economical 
basis,  but  our  navy-yards,  being  organized  to  do  work  for  the  fleet 
(and  we  can  not  teu  exactly  what  it  will  be  until  the  vessel  comes  in), 
can  not  be  managed  on  a  manufacturing  basis,  because  the  work  is 
unexpected ;  and  also  there  is  another  factor  and  that  is  the  emergency 
factor,  and  in  case  of  war  it  has  to  be  on  a  basis  so  that  it  can  suddenly 
expand,  otherwise  it  does  not  meet  the  requirements  of  the  navy. 

Bearing  that  in  mind,  it  is  not  fair  to  try  to  compare  a  navy-yard 
to  an  absolute  manufacturing  plant  or  a  modem  shipbuildii^  plant, 
because  it  is  only  the  exception  when  we  build  a  snip;  it  is  repair 
work  that  we  are  going  to  ao.  We  can  and  will  introduce,  with  the 
consent  of  your  committee,  many  modem  methods  of  economy. 
I  claim  that  the  one  that  is  going  to  bring  very  great  economy  is  the 
cost  and  accounting  system  which  we  have  adopted.  I  do  not  care 
what  the  plant  is,  whether  it  is  a  plant  or  a  mill  turning  out  cotton 
goods,  or  whether  it  is  an  organization  turning  out  food,  unless  you 
have  a  cost  and  accounting  system  you  can  not  introduce  economy, 
and  you  do  not  know  where  you  are.  A  system  which  allows  the 
cost  and  accounting  to  be  carried  on  by  the  manufacturer  is  on  a 
wrong  principle,  because  it  allows  the  man  doing  the  work  to  juggle 
with  the  estimates,  as  it  were;  not  for  the  purpose  of  making  money 
for  himself,  but  to  distribute  cost  conveniently  so  it  is  impossible  to 
know  the  cost.  I  can  cite  a  number  c)f  instances  how  that  was  done, 
where  a  job  ordered  was  left  open  and  not  closed,  although  the  work 
had  been  finished  and  the  money  used  for  certain  work  in  the  yard 
where  there  was  no  appropriation. 
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Mr.  Padgett.  Would  you  give  a  concrete  illustration  of  it  for  the 
purpose  of  having  it  in  the  record? 

Secretary  Meter.  Yes,  sir;  I  can  give  some,  and  will  go  into  that 
when  we  go  thoroughlv  into  navy-jard  administration.  I  will  go 
back  to  it  if  you  will  allow  me  to  mush  this  Une. 

Mr.  Padgett.  Certainly. 

Secretary  Meyer.  I  put  some  civilian  expert  accountants  into  the 
Boston  yard  with  the  full  approval  of  the  commandant  and  the 
Paymaster-General,  who  worked  in  full  harmony.  Without  their 
loyal  assistance  we  could  not  have  obtained  the  results.  We  put 
special  accountants  in  the  Boston  yard  for  evolving  a  system  by  which 
we  shall  take  a  trial  balance  daily,  and  there  will  oe  but  one  pa^  roll, 
and  an  invoice  will  be  finished  and  furnished  five  days  after  tne  job  is 
closed,  and  not  five  months,  as  has  been  the  case  sometimes.  Besides, 
the  cost  and  accounting  was  taken  from  the  manager  and  put  under 
Supplies  and  Accounts,  and  that  made  it  a  separate  cost  ana  account- 
ing system.  In  addition  to  that  a  special  paymaster  was  assigned 
and  it  was  necessary  for  him  to  see  that  his  disbursements  balanced 
with  the  paj  roll.  That  has  been  established  in  Boston,  it  is  being 
established  m  New  York,  and  the  next  yard  will  be  Philadelphia,  and 
then  Norfolk,  and  so  on.  It  has  cost  a  little  money  to  start  it  in  each 
yard,  and  we  might  not  have  been  able  to  get  the  same  system  in  every 
yard  if  we  started  all  at  once.  In  this  way  it  will  be  worked  from  one 
yard  to  another.  Therefore,  in  the  future  we  will  be  able  to  compare 
the  cost  in  one  yard  with  another  yard,  and,  not  only  that,  it  will  tend 
to  create  rivalry  between  the  different  foremen  to  see  that  they  get 
the  work  done  as  cheaply  in  one  yard  as  in  the  other. 

I  did  not  cover  your  qXiestion,  Mr.  Loudenslager.  Have  we  fol- 
lowed in  every  way  the  commercial  custom  of  supervision? 

Mr.  Loudenslager.  Supervision  and  executive  administration. 

Secretary  Meyer.  Not  entirely,  for  this  reason:  We  have  to  bear 
always  in  mind  the  military  feature  of  a  navy-yard. 

Mr.  Dawson.  I  want  to  know  in  this  proposed  change  if  the  Navy 
Department  regards  a  navy-yard  as  an  industrial  establishment  or 
as  a  miUtary  establishment? 

Secretary  Meyer.  I  regard  a  navy-yard  as  a  military  establish- 
ment which  exists  as  a  repair  machine  shop  for  the  sake  of  the  fleet 
only.  If  the  fleet  is  wiped  out,  you  do  not  need  the  navy-yard,  and 
that  is  where  the  military  question  comes  in. 

Now,  to  get  back  to  your  question,  Mr.  I^oudenslager.  I  want  to 
supplement  it  by  this  statement,  that  the  character  of  the  seamen 
in  tne  past  ten  or  fifteen  years  has  entirely  changed.  That  is,  what 
the  old  navy  wanted  was  a  sailor,  a  man  who  nad  been  before  the 
mast,  a  man  who  could  run  up  the  mast  with  readiness,  unfurl  the 
sails,  and  be  an  all-around  man.  What  the  navy  wants  to-day  is 
not  that  class  of  man,  who  is  set  in  his  ideas,  but  we  want  young 
men  who  can  be  trained  to  manage  the  mechanical  features  of  a 
modem  battle,  ship.  An  inland  man  is  often  better  than  a  man 
from  near  the  sea,  oecause  he  comes  with  no  preconceived  ideas  and 
learns  what  he  is  taught.  It  is  important  that  he  should  have  the 
facility  for  acquiring  a  knowledge  of  electricity,  mechanical  and 
machinery  work,  because  our  great  battle  ships  to-day  are  nothing 
more  or  less  than  great  big  moving  machine  snops. 

Now,  then,  the  reason  we  do  not  nave  civilian  supervision  the  same 
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as  in  a  commercial  concern  is  that  it  has  been  found — the  voyage  of 
the  fleet  around  the  world  demonstrated  it — that  it  is  of  vital  impor- 
tance that  a  naval  officer  should  have  not  merely  navigating  knowl- 
edgC;  but  he  must  have  to-day  shop  experience  to  get  the  best  results, 
aM  knowledge  how  to  apply  the  shop  experience  to  the  macliinery 
in  motion.  For  instance,  there  were  some  ships,  where  the  officers 
had  had  special  training,  where  the  ships  came  back  in  better  con- 
dition than  when  they  started,  because  the  officers  had  had  oppor- 
timity  as  young  men  to  be  inspectors  or  heads  of  departments,  and 
in  some  cases  captains  of  yards,  and  then  they  had  the  experi- 
ence at  sea,  the  practical  apjpUcation  of  their  knowledge,  so  that  they 
were  able  to  keep  the  machinery  in  repair  and  in  good  running  order. 
It  was  so  valuable  that  they  were  aole  to  bring  the  ships  back  in 
some  instances  better  than  when  they  went  out.  That  is  not  an 
extravagant  statement.  So,  if  you  buy  an  automobile — I  suppose 
many  or  you  have  had  the  experience — and  you  have  a  good  chauffeur, 
the  machine  is  better  at  the  end  of  the  year  than  during  the  first 
week.  Several  captains  brought  their  smps  home  in  better  shape 
than  when  they  went  out.  There  was  nothing  to  do  on  the  Vermont 
at  all,  and  the  same  appUes  to  other  ships  of  tne  fleet. 

The  Chairman.  Perhaps  I  might  interject  here  a  little  bit  of  his- 
tory, in  order  to  carry  out  a  thought  which  I  think  is  in  the  minds  of 
most  members  of  the  committee.  A  number  of  years  ago  the  com- 
mittee made  an  investigation  of  some  of  the  navy-yards.  We  found 
that  they  had  separate  power  plants,  separate  machine  shops,  sep- 
arate blacksmith  shops,  and  separate  lighting  plants,  and  we  came 
to  the  conclusion  that  there  ought  to  De  a  consolidation  of  those 
shops  in  the  navy-yards.  We  placed  in  the  appropriation  a  provi- 
sion providing  for  the  consolidation  of  the  heat,  light,  and  power 
plants.  We  went  to  that  extent  and  then  we  followed  that  up  in 
the  preparation  of  our  bill  by  cutting  out  all  estimates  for  extra 
blacksmith  shops  or  machine  shops.  When  we  found  there  was  a 
good  one  in  that  particular  yard,  we  pursued  the  policy  of  doing 
away  with  the  duplication  of  shops.  Then  the  committee  upon 
furtner  investigation  came  to  the  conclusion  that  there  ought  to  be 
some  consolidation  of  the  bureaus.  I  do  not  know  that  I  am  speak- 
ing for  every  member  of  the  committee,  but  some  of  them  at  least 
felt  favorable  toward  the  abolition  of  the  Bureau  of  Equipment,  and 
that  the  duties  of  that  bureau  should  be  transferred  to  other  bureaus.^ 
Then,  when  your  predecessor,  Mr.  Newberry,  was  in  office,  he  took 
the  matter  up  and  gave  it  a  great  deal  of  study.  When  he  was  last 
before  the  committee  he  said  he  was  going  to  bring  about  a  still 
further  consolidation  of  Steam  Engineering,  Equipment,  and  Con- 
struction and  Repair  by  placing  the  work  under  the  constructor  and 
making  him  the  manager  of  the  yard,  so  that  whenever  we  built  or 
repair^  a  ship  the  constructor  had  full  charge  practically  of  all  the 
work  done  heretofore  by  Steam  Engineeriug.  As  I  unaerstand  it, 
your  plan  is  to  divide  that  work  into  two  parts,  iuto  department  of 
nulls  and  department  of  machinery  ? 

Secretary  Meyer.  I  would  like  to  interject  there,  if  I  may,  that 
we  are  still  going  to  profit  by  the  principle  of  consolidation  which 
was  made  under  Order  No.  9,  wliich  Mr.  Newberry  promulgated,  by 
which  a  lot  of  buildings  were  released  and  also  by  which  we  get  rid 
of  a  number  of  shops  and  tools.    All  those  advantages  of  consolida- 
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tion  will  be  maintained  with  the  exception  that  instead  of  having 
one  manufacturing  department,  with  one  constructor  over  it  and 
then  a  young  constructor  over  every  other  division,  whether  he  has 
had  any  experience  in  that  work  or  not,  we  are  going  to  have  two 
logical  divisions,  which  experience  both  in  England  and  Crermany 
and  in  our  own  shipbuilding  concerns  in  this  country  has  shown  to 
be  wise;  two  divisions  of  manufacture,  one  Hull  and  the  other 
Machinery.  In  that  way  you  will  have  an  expert  man,  a  specialist 
qi  his  work,  responsible  for  the  hull  work,  and  an  expert  and  s{>ecial« 
ized  en^neer  responsible  for  everything  connected  witn  the  machinwy , 
and  I  ^aim  that  in  that  way  the  work  will  not  only  be  expedited,  but 
it  will  be  more  thorough  and  more  economical. 

Mr.  Dawson.  Will  it  be  specialized  from  the  standpoint  of  how  to 
do  the  work  economically  or  simj>ly  from  the  business  standpoint) 

Secretary  Mbyeb.  From  both;  it  will  be  more  economical  and  it 
will  accord  with  business  practice. 

Mr.  LouDENSLAGER.  The  discussion  following  my  question  has 
taken  a  very  wide  range  and  if  there  was  any  meat  in  tne  question, 
it  has  not  been  reached.  Without  expressing  any  opinion  about  it, 
the  line  of  information  that  I  desired  to  ask  you  was  this:  Not 
taking  the  American  Bridge  Company  as  a  comparison,  recognizing 
that  no  government  establishment  can  be  run  on  the  same  business 
basis  that  an  outside  industrial  plant  can  be  run,  but  to  come  as  near 
to  it  as  possible,  would  it  not  be  reasonable  to  make  the  comparison 
as  between  the  shipbuilding  plants  in  our  country  and  the  great 
trans-Atlantic  ocean  steamship  companies,  one  for  the  management 
of  the  ship  and  the  other  for  the  construction?  As  I  understand  it, 
the  yard  that  does  nothing  but  repair  work  has  a  much  more  difficult 
task  to  perform  to  make  profit  for  the  company  than  the  one  that 
constructs  new  ships.  Hence,  it  seems  to  me  that  the  nearer  we 
can  get  to  the  line  of  those  estimates  the  better,  and  the  comparison 
to  be  made  as  between  the  plants  of  the  United  States  and  the  com- 
mercial plants  ought  to  be  drawn  on  those  two  lines.  In  view  of 
that,  I  would  like  to  ask  if  the  division  of  material  is  divided  on  those 
lines  for  the  supervision  of  the  work  and  if  the  execution  of  it  is 
carried  out  also  on  the  same  lines  in  these  estimates?^ 

Secretary  Meyeb.  I  would  answer  that  question  in  this  way: 
Commercial  organizations  are  organized  entirely  for  profit  making. 
The  navy  is  organized  for  the  highest  miUtary  efficiency,  and  if  you 
do  not  get  that  for  our  ships  then  we  are  not  getting  proper  dividends 
from  the  money  expended,  for  which  the  people  nave  the  right  to 
demand  the  highest  efficiency.  I  had  that  demonstrated  to  me  very 
forcibly  when  I  was  the  ambassador  to  Russia.  There  we  had  two 
methods  demonstrated  in  the  extreme.  The  Russian  navy  was  a 
navy  which  did  not  have  the  highest  miUtary  efficiency.  It  was 
poorly  run  by  the  bureaus,  while  the  Japanese  navy  was  a  navy 
which  was  always  seeking  the  highest  nuUtary  efficiency  and  pre- 
paredness for  war  under  all  circumstances.  In  the  one  case  there  was 
a  tremendous  dividend  for  the  money  expended ;  in  the  other  case  the 
money  was  thrown  away. 

I  would  not  argue  w4th  you  that  we  might  not  save  a  small  pei^ 
centage  if  we  said  to  the  military  officers,  "You  are  not  to  run  the 
navy-yards;  we  will  put  civilians  in  there."  They  might  save  a  cer- 
tain percentage,  but  we  would  do  it  at  the  expense  of  mihtary  effi- 
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ciency.  It  is  important  to  get  the  most  economical  results  and 
approach  a  stage  of  economical  efficiency  such  as  you  would  hke, 
iir.  Loudenslager,  which  we  want  always  to  strive  for,  but  at  the 
same  time  not  losing  sight  of  the  militarv  efficiency. 

The  policy  in  the  future  will  be  to  select  with  care  commandants 
and  captains  of  the  yards,  not  to  put  them  in  the  office  in  order  to 
round  out  their  career,  but  to  select  men  who  have  shown  adminis- 
trative qualifications,  who  have  had  certain  experience  ashore  and 
afloat,  in  the  yards  and  on  the  ships,  so  that  they  can  combine  as 
neariy  as  possible  good  executive  administration  with  practical 
experience  and  know  what  are  the  requirements  of  a  fleet.  The 
navy  is  the  fleet,  I  claim,  and  if  we  do  not  have  the  fleet  up  to  the 
highest  efficiency  then  our  money,  as  I  have  already  said,  is  badly 
expended. 

In  order  to  obtain  efficiency  with  the  least  expenditure  of  money, 
I  have  detailed  an  aid  for  Material  to  advise  me.  In  Material  were 
grouped  the  four  logical  divisions  which  have  to  do  with  ordnance, 
construction,  steam  engineering,  and  supplies  and  accounts.  The 
aid  has  no  authority,  but  is  to  familiarize  himself  with  the  big  ques- 
tions and  advise  me  on  them  and  to  see  that  the  bureaus  are  coordi- 
natinjg  their  work  and  keep  me  informed.  The  man  I  selected  is 
Admiral  Swift.  I  want  to  speak  of  what  he  has  done.  He  has  been 
officer  of  ordnance  in  the  Washington  yard  and  showed  special  quali- 
fications for  the  work.  He  has  been  at  the  head  of  b  navy-yard  and 
showed  exceptional  administrative  abilities.  In  addition  to  that  he 
was  with  Sellers  &  Co.,  the  large  machine  tool  makers  in  Philadelphia 
over  a  year ^  and  he  showed  so  much  ability  there  that  he  was  offered — 
I  am  speakmg  now  without  his  knowledge  and  probably  his  consent — 
a  large  sum  ii  he  would  give  up  the  navy  and  take  a  position  in  that 
successful  commercial  organization. 

There  is  a  case  where,  oy  selection,  you  can  get  a  man  who  would 
command  a  very  handsome  and  large  salary  in  modem  commerx^ial 
industry  and  he  has  been  sought  for  such  a  purpose.  Among  our 
officers  there  are  men  who  have  had  similar  experience. .  I  claim  it  is 
necessary  to  give  more  attention  to  the  question  of  selection,  which 
has  not  been  done  in  the  past,  except  occasionally,  and  when  you 
select  a  commandant  to  consider  whether  he  has  the  character  and 
experience  and  qualifications  necessary  for  the  job,  and,  what  is 
equally  important,  will  have  the  tenure  of  office.  In  the  past  com- 
mandants nave  been  appointed  when  they  had  only  twelve  months 
before  retirement.  The  same  care  in  selection  should  be  applied  to 
the  captains  of  the  yards,  and  they  should  be  selected  as  low  as  com- 
mander or  lieutenant-commander  in  order  that  the  department  can 
get  a  line  on  the  man  and  see  whether  he  is  making  good.  The  cap- 
tain of  a  yard  may  be  selected  from  one  who  has  previously  been  m 
some  department.  If  care  is  taken,  I  believe  that  officers  can  be 
selected  who  possess  all  the  qualifications  necessary.  The  question  of 
executive  and  administrative  ability  is  a  deciding  factor.  England 
tried  having  a  civilian  assigned  as  assistant  to  the  comptroller.  She 
gave  it  up  m  1905.  They  found  that  they  could  get  better  results, 
and  at  the  same  time  add  to  the  military  efficiency,  oy  selecting  from 
the  line  men  who  had  the  necessary  qualifications,  and  we  have  those 
men  if  care  is  taken  in  selecting  them.  We  have  men  who  can  com- 
mand positions  in  commercial  me,  due  to  their  experience. 
21396—10 2 
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Mr.  Dawson.  Are  those  men  in  the  line  or  staflFt 

Secretary  Meyer.  In  both.  If  you  will  notice,  in  this  plan  I  have 
left  out  intentionally  the  wording  that  the  head  of  the  Material  must 
be  a  line  officer.  I  do  not  know  whether  that  came  to  the  attention 
of  the  conunittee:  it  was  intentionally  left  out. 

Mr.  Dawson.  Would  you  avail  yourself  of  ability  of  tlus  sort  among 
members  of  the  staff  in  navy-yards? 

Secretary  Meyer.  I  would  have  the  benefit  of  the  staff,  by  having 
a  staff  man  at  the  head  of  construction  work  in  the  yard. 

Mr.  Dawson.  Is  it  not  true  that  the  men  in  the  staff  have  shown 
the  highest  efficiency  in  the  navy-yard  administration,  as  witnessed 
by  the  number  of  men  who  have  gone  out  ef  the  staff  into  private 
establishments? 

Secretary  Meyer.  I  do  not  know  of  any  marked  case  except 
Admiral  Bowles.  But  I  do  not  think  because  a  man  is  a  constructor 
he  is  necessarily  fitted  to  be  the  head  of  a  navy-yard.  You  see,  the 
personal  equation  comes  in  there,  and  administrative  abiUty  is  what 
IS  needed. 

Mr.  Dawson.  I  happen  to  know  a  constructor  whom  I  regard  as  a 
very  efficient  business  man.  If  there  were  such — and  I  know,  there 
are — under  this  plan  would  you  be  able  to  avail  yourself  of  their 
services  in  the  navy-yards? 

Secretary  Meyer.  Yes;  but  not  at  the  head  of  the  yard.  I  would 
avail  myself  of  him  by  putting  him  at  the  head  of  the  hull  division 
of  the  manufacturing  department,  and  that  is  work  enough  of  a  tech* 
nical  character  for  one  man. 

Mr.  Roberts.  That  is,  in  the  yard? 

Secretary  Meyer.  Yes ;  put  him  at  the  head  of  the  hull  division  of 
manufacturing,  one  of  the  two  great  divisions  of  the  yard.  All  the 
work  in  the  yards  of  the  other  departments  or  bureaus  will  be  done, 
according  to  the  character  of  the  work,  either  in  the  hull  division  or 
in  the  machinery  division. 

The  Chairman.  As  I*  understand  it,  Mr.  Secretary,  all  the  work  of 
the  steam  engineering  department,  for  instance,  was  put  under  the 
Bureau  of  Construction  and  Repair  under  the  Newberry  plan.  I 
want  to  try  to  get  at  the  present  plan.  Under  what  might  be  called 
the  Newberry  plan,  all  the  work  of  the  repair  of  the  ship  was,  as  I 
understand  it,  put  under  the  constructor? 

Secretary  Meyer.  Everything. 

The  Chairman.  That  is  to  say,  the  hull  of  the  ship  and  the  interior 
fittings? 

Secretary  Meyer.  Yes,  sir. 

The  Chairman.  I  want  to  try  to  get  at  the  distinction,  to  get  it 
clearly  in  my  mind.  Under  your  arrangement,  I  understand,  you 
make  two  divisions? 

Secretary  Meyer.  Yes,  sir. 

The  Chairman.  Under  the  other  arrangement  there  was  one 
manager;  under  your  plan  there  will  be  two  managers.  That  is  to 
say,  one  will  have  charge  of  the  hull  of  the  ship,  and  simply  the  hull, 
and  the  repairs  thereto 

Secretary  Meyer.  It  may  be  anything  in  connection  with  the  hull 
of  the  ship,  the  fittings,  boats,  etc. 

The  Chairman.  And  the  other  will  relate  to  the  repair  of  the 
machinery  of  the  ship? 
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Secretary  Meyeb.  That  is  right. 

The  Chairman.  That  is  a  new  idea.  You  claim  for  that,  not  that 
it  will  be  more  economical 

Secretary  Meyeb.  Yes;  I  do. 

The  Chaibman.  Do  you? 

Secretary  Meyeb.  I  claim  it  will  be  decidedly  more  economical, 
and  also  more  efficient.   . 

The  Chairman.  And  more  efficient. 

Secretary  Meyer.  I  will  state  why.  Under  the  former  plan  there 
was  a  constructor,  we  will  say,  made  manager,  and  the  different  de- 
partments were  put  under  assistant  constructors,  and  the  logical 
men,  who  were  specialized  men  and  who  were  experts  of  their  different 
divisions,  were  made  simply  inspectors ;  they  inspected,  but  they  never 
executed,  and  the  man  wno  was  responsible  for  it  would  be  a  con- 
structor who  might  have  very  limited  experience  in  the  department 
of  which  he  had  charge.  Tate,  for  instance,  at  League  Island;  the 
civil  engineer  became  an  inspector,  and  there  were  some  rifle  butts  to 
be  buUt,  and -the  first  rifle  butt  built  by  the  constructor  cost  nearly 
S15,000.  The  civil  engineer  called  attention  to  it,  and  they  asked  for 
bids  for  other  butts,  and  the  bids  varied  from  $24,000  to  $16,890. 
The  civil  engineer  got  permission  to  put  in  his  bid,  too,  and  his  bid 
was  $9,339.  He  told  me  that  he  was  going  to  build  two  butts  for 
what  the  constructor  built  one,  and  I  went  down  personally  and  in- 
spected those  rifle  butts,  and  these  two,  which  are  almost  completed, 
are  farther  out  on  the  point.  He  had  to  construct  a  track  to  gist  to 
them  and  the  foundation  is  mud  and  has  not  the  stability  of  soil 
which  the  other  had.  They  are  almost  completed  and  there  is  every 
indication  that  he  will  build  two  for  less  ttian  what  one  had  cost. 
That  merely  demonstrates  that  a  man  who  has  had  training  for  cer- 
tain work  can  do  it  cheaper  than  a  man  who  has  not  been  trained  for 
it.  Leaving  out  materials,  and  taking  for  direct  comparison  the 
actual  cost  per  linear  foot  of  this  work,  it  appears  that  for  identical 
work  the  cost  when  done  by  the  naval  constructor  was  $68.36  per 
foot,  while  the  civil  engineer  s  work  cost  $27.04  per  foot. 

The  Chaibman.  Is  not  the  constructor  trained  in  engineering? 

Secretary  Meyeb.  He  has  theoretical  training,  but  I  claim  the 
best  training  for  handling  and  repairing  machinery  of  ships  is  one 
which  incluaes  practical  experience  in  shopwork  and  at  sea  actually 
running  the  machinery. 

Mr.  Thomas.  The  constructor  is  not  anvthing  but  an  engineer? 

Secretary  Meyeb.  I  do  not  understand,  it  so.  They  are  men  gen- 
erally of  the  highest  rank  of  their  classes,  but  have  as  a  rule  no  prac- 
tical experience  with  machinery. 

Mr.  TiiOMAS.  Exactly  so. 

Secretary  Meyeb.  In  many  cases  they  have  gone  abroad  and 
studied  for  a  period  some  engineering  in  addition  to  the  construc- 
tion of  ships,  but  they  do  not  get  the  practical  experience  of  an  engi- 
neer who  ^oes  to  sea  with  the  fleet  and  has  to  repair  the  machinery, 
as  Cone  did,  for  instance,  who  was  the  chief  engineer  of  the  entire 
fleet.  He  must  have  the  practical  knowledge  which  is  necessary  for 
designing  machinery.  You  can  not  do  such  an  important  tiling  as 
engineering  on  paper  or  on  theory  only.  You  have  to  execute  as 
well  as  to  dasign,  and  with  the  constructor,  with  the  exception  of 
auxiliary  macliinery,  liis  application  has  been  in  the  past  with  the 
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designing  of  the  hull,  which  he  has  done  extremely  well.  I  do  not 
want  to  give  the  impression  that  I  underrate  the  constnictore.  We 
have  a  splendid  set  of  constructors,  but  I  want  to  confine  them  to  the 
work  which  they  are  specially  trained  for  and  in  whidi  they  have 
shown  great  ability. 

Mr.  THOMAS.  I  thought  so;  engineering  in  particular? 

Secretary  Meyek.  I  do  not  understand  it  so.  Perhaps  it  is  so  in 
a  certain  limited  class  of  engineering,  but  his  experience  of  steam 
engineering  or  machinery  engineering  is  very  Umited 

The  Chaibman.  Are  you  not  going  to  be  met  a  little  with  this, 
Mr.  Secretary?  Take,  for  instance,  the  Chief  of  the  Bureau  of  Steam 
Engineering.  His  aids,  being  line  oflScers,  will  necessarily  have  to  do 
duty  at  sea  every  two  or  tliree  years,  and  there  will  be  a  constant 
change  in  the  construction  department  at  the  different  navy-yards 
all  the  time. 

Secretary  Meyeb.  Not  in  the  construction  department. 

The  Chairman.  I  mean  in  the  steam  en^neering  department; 
whereas  the  constructor  is  on  shore  all  the  time.  Tnat  corps  per- 
forming shore  duties  all  the  time,  there  is  more  stability,  you  may  say, 
to  that  department  than  there  would  be  in  steam  engineering. 

Secretary  Meyer.  That  is  to  be  remedied  by  certain  engineers 
as  they  get  older,  not  having  to  do*  the  same  amount  of  sea  work 
which  they  had  during  their  yoxmger  periods,  the  junior  years  of 
their  careers.  The  idea  is  to  finally  select  men  of  special  abiUty  and 
experience  in  engineering,  and  have  them  do  designing  work,  but  in 
the  navy-yards  we  want  men  to  move  up. 

Mr.  Roberts.  Really,  Mr.  Secretary,  that  is  rather  to  be  desired 
than  avoided,  that  these  engineers  should  have  experience  at  sea? 

Secretary  Meyer.  Exactly  so.  The  vice-president  of  one  of  our 
largest  steel  companies,  which  does  an  enormous  business,  told  me 
that  they  do  not  keep  a  manager  ad  infinitum.  They  keep  him  only 
for  a  limited  number  of  years,  because  n  he  stays  in  too  long  he  gets  in 
a  rut,  and  progress  is  so  great  and  competition  is  so  keen  that  unless 
they  get  men  with  new  ideas,  they  fall  behind.  There  is  a  company 
that  is  one  of  the  most  up-to-date  organizations  in  this  country,  and 
this  man  told  me  that  they  find  it  is  not  profitable  to  keep  a  manager 
in  for  too  long  a  period,  i  ou  want  to  have  a  certain  period  for  con- 
tinuity, and  to  insure  progress  and  new  ideas  you  want  men  who  are 
coming  up  to  step  in. 

Mr.Ix)in>ENSLAGER.  How  did  the  new  manager  get  the  extra 
experience? 

Secretary  Meyer.  He  had  been  an  under  manager.  That  is  the 
way  with  our  officers.  They  will  be  in  the  department,  or  the  navy- 
yard  inspection,  or  in  connection  with  machinery  work  in- navy-yards 
and  then  thej  go  to  sea,  and  come  back  and  have  a  position  of  more 
importance  m  the  navy-yard,  and  then  they  may  be  the  captains 
of  the  yard  and,  then,  eventually,  if  they  show  qualifications,  they 
will  be  commandants  in  the  yards. 

Mr.  Loudenslager.  On  the  principle  that  a  man  with  experience 
becomes  deteriorated,  I  do  not  see  how  you  are  going  to  get  a  better 
man. 

Secretary  Meyer.  It  is  not  that  he  becomes  deteriorated.  This 
business  man's  view  was  that  the  man  who  stayed  too  long  in  one 
job  would  become  fixed  in  his  ideas  and  would  not  be  progressive  and 
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up-to-date  finally,  so  that  they  would  have  to  get  another  man  m 
wno  is  growing  and  has  more  ideas.  It  is  the  same  way  with  doctors. 
There  comes  a  time  when  an  old  surgeon  is  behind  the  times. 

Mr.  LouDENSLAGER.  I  agree  with  that. 

Secretary  Meyer.  The  personal  equation  must  always  come  in. 

Mr.  Dawson.  I  would  like  to  ask  the  Secretary  for  information 
how  the  plan  would  work  in  a  concrete  case.  We  will  sav,  for  instance, 
that  repairs  have  been  ordered  on  a  boiler  of  a  ship  that  is  lying  at 
the  na^vy-yard ;  we  will  say  the  retubing  of  the  boiler  nas  been  ordered. 

Secretary  Meter.  I  would  Uke  to  give  you  a  few  cases  of  that  kind 
which  actually  happened. 

Mr.  Dawson.  They  make  an  examination  of  this  boiler  and  they 
find  on  examination  that  it  is  necessary  to  take  the  boiler  out  in 
order  to  do  the  work.  Then,  of  course,  it  would  have  to  be  taken  out 
through  the  hull.  Who  is  it  who  is  going  to  correlate  the  work, 
because  the  division  of  hulls  will  have  to  give  their  permission  before 
they  can  take  it  out  of  the  hull,  I  presume,  because  they  have  to  take 
off  the  decks.    Where  is  the  proper  correlation  going  to  come  in  I 

Secretary  Meyer.  Who  will  see  that  they  coordinate  ? 

Mr.  Dawson.  Yes. 

Secretary  Meyer.  That  is  a  very  good  question.  In  the  case  of  a 
ship  coming  into  the  yard,  and  this  work  has  been  approved,  the 
logical  man  is  the  commandant's  aid,  the  captain  of  the  yard.  The 
hull  man  will  open  the  decks,  the  machinery  man  will  get  the  boilers 
clear,  and  the  captain  of  the  yard's  force,  assisted  by  the  ship's  force, 
will  Hft  the  boilers  out.  Each  will  do  the  part  for  which  he  is  best 
fitted,  and  when  the  boilers  are  repaired,  the  process  is  reversed,  and 
the  snip's  officers  must  satisfy  themselves  by  inspection  that  the 
work  has  been  properly  done.  If  it  is  not  done  right,  the  captain  of 
the  ship  reports  to  the  commandant  and  he  makes  it  right.  In  this 
whole  plan  of  what  we  will  call  reorganization  there  have  been  four 
lo^cal  divisions  shown  for  which  I  have  detailed  aids.  The  first  is 
rmUtary  operations.  There  has  never  been  any  branch,  except  in 
case  of  actual  war,  which  has  studied  and  been  prepared  with  maps 
and  with  knowledge  of  what  is  required  from  a  miUtary  point  of  view 
to  advise  the  Secretary.  The  Secretary  does  not  know  about  mihtary 
operations;  he  can  not,  except  in  a  general  way.  There  has  been  no 
one  in  the  Navy  Department  who  has  been  responsible  for  that.  In 
the  case  of  our  civil  war  it  was  an  ex-naval  officer,  Mr.  Fox.  In  the 
Spanish  war  there  was  a  board  of  strategy.  We  ought  to  be  prepared 
aU  the  time. 

The  Chairman.  What  will  be  the  powers  of  these  aids? 

Secretary  Meyer.  None.  They  are  to  be  the  eyes  and  ears  of  the 
Secretary,  not  the  hands. 

The  dsAiRMAN.  Can  they  issue  an  order? 

Secretary  Meyer.  They  can  not. 

The  Chairman.  Can  tney  by  direction  of  the  Secretary  issue  an 
order? 

Secretary  Meyer.  I  would  Hke  to  turn  to  that.  They  have  not 
the  power  which  you  have  given  the  bureaus,  any  order  of  which  is 
an  order  of  the  Secretary  of  the  Navy.  They  have  to  come  to  the 
Secretary  of  the  Navy  and  show  that  order,  and  then  he  can  say, 
if  he  desires,  sign  ''By  order  of  the  Secretary,"  or  he  can  sign  it  him- 
self.    Up  to  the  present  I  have  signed  everything  myself.     The 
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regulation  says  they  can  "transmit"  orders  of  the  Secretary  which 
means  pass  along  an  order  he  has, given,  perhaps  verbally. 

Mr.  Dawson.  Have  you  any  reconmiendations  to  make  to  the 
committee  with  regard  to  the  repeal  or  retention  of  that  old  pro- 
vision? 

Secretary  Meyer.  I  do  not  see  any  reason  now  to  change  it,  but 
further  experience  may  modify  my  views.  I  am  going  some  day  to 
give  a  further  opinion  on  it,  but  I  do  not  think  I  could  do  it  properly 
now.  The  committee  could  do  it  better  than  I  could.  Personnel 
is  another  division,  another  is  Material,  and  the  fourth,  which  cov- 
ers indirectly  the  questions  you  have  asked,  is  Inspection.  There 
has  never  been  an  up-to-date  inspection.  There  have  been  boards 
that  inspect  a  vessel  when  it  comes  in,  etc.,  and  most  of  those  inspec- 
tion matters  have  been  sent  to  the  bureau  interested.  That  was 
not  the  wisest  plan,  because  it  is  human  nature  that  the  bureau 
interested  should  rectify  it  as  simply  as  possible,  with  as  little  pub- 
hcity  as  possible,  or  it  is  quite  possiole  tney  may  pigeonhole  it,  not 
agreeing]:  with  it. 

But  under  this  division  of  inspection  there  will  be  inspections  made 
both  at  sea  and  ashore,  of  nayy-yards,  and  of  vessels.  We  will  not 
get  a  ship  put  in  commission  when  another  bureau  has  ordered  the 
boilers  taken  out,  because  those  reports  are  to  come  direct  to  the 
Secretary,  and  they  will  be  on  file  for  the  use  of  the  committee  if  they 
want  them.  If  they  ask  for  information  I  can  turn  to  my  own  files. 
For  instance,  I  found  an  unnecessary  delay  in  the  lUinais,  which  you 
(Mr.  Roberts)  called  to  my  attention,  and  I  got  a  report  through  my 
aid  which  enabled  me  to  start  that  work  at  once  as  it  should  have 
been  done  before.  I  am  now  looking  up  the  Massachusetts,  which 
has  been  under  repair  a  long  time,  and  yet  she  is  not  doing  anything. 

The  Chairman.  What  does  this  aid  do?  Does  he  go  nght  to  the 
bureau  on  material  and  get  the  information? 

Secretary  Meyer.  No  ;  he  has  that  formel  board  of  inspection 
and  three  additional  inspectors.  For  instance,  in  the  case  of  the 
lUinois  and  the  Massachusetts j  he  is  doing  it  by  personal  observation 
and  study;  he  is  reading  up  the  reports  which  I  do  not  have  time  to 
do,  and  making  briefs  for  me.  Mr.  Roberts  can  tell  you  the  case  in 
point  of  the  lUinois.  I  get  things  done  at  once  which  have  gone  on 
without  being  acted  upon  for  some  time.  In  this  case  the  delay  was 
partly  caused  by  not  completing  the  estimates,  some  misunder- 
standing, I  believe. 

Withm  forty-eight  hours,  I  think,  I  had  that  work  going,  because  I 
put  Captain  Ward  right  on  to  it,  and  to  save  time  he  made  me  a 
verbal  report,  and  then,  after  that,  he  has  to  file  a  written  report  of 
what  he  has  found.  But  I  do  not  wait  for  all  this  paper  business.  I 
get  my  verbal  report  first  and  then  it  is  put  on  paper,  and  so  if  the 
committee  ever  asks  me  I  have  it  on  paper. 

Mr.  Greoo.  Does  that  involve  settling  the  question  as  to  what 
repairs  are  necessary  to  be  made  and  the  probable  cost? 

Secretary  Meyer.  Yes.  It  also  involves  my  getting  reports  which  teU 
me  whether  it  is  worth  while  to  have  the  biureaus  spend  a  lot  of  money 
on  a  vessel;  I  mean  whether  the  military  use  would  justify  it.  Before, 
the  Secretary  had  to  take  each  bureau's  report  separately,  and  the 
final  one  of  the  Board  on  Construction,  composed  of  the  same  men. 
He  might  go  and  ask  some  officer  for  his  idea  of  it  and  get  the  opinion 
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of  one  single  officer,  probablj;  but  in  that  case  he  was  not  getting 
responsible  advice.  If  he  got  poor  advice  he  could  not  blame 
anybody. 

Now,  if  it  should  turn  out  that  the  aid  does  not  make  good,  he 
goes,  and  there  is  no  additional  expense,  because  they  are  officers  who 
are  merely  assigned. 

Mr.  Dawson.  You  divorce  absolutely  the  question  of  administra- 
tion and  the  <]iuestion  of  counsel.  That  is,  these  aids  have  no  execu- 
tive or  administrative  power? 

Secretary  Meyeb.  Tney  have  no  executive  power  whatsoever. 
They  can  give  no  orders  to  the  bureaus.  They  have  to  come  to  me 
to  get  orders  signed  and  have  (o  explain  to  me,  and  they  are  not 
allowed  to  sign  anything  "By  order  of  the  Secretary"  unless  I 
authorize  it  and  give  a  verbal  order  which  they  can  transmit. 

Mr.  Gregg,  lou  might  say  they  are  your  cabinet,  then,  are  they 
not? 

Secretary  Metes.  No;  they  are  responsible  officers  on  specialized 
duties  in  logical  groups. 

Mr.  Gregg.  I  understand  that,  but  you  and  they  constitute  a 
cabinet,  practically? 

Secretary  Meyer.  No,  not  necessarily  a  cabinet,  because  I  shall 
call  the  bureau  chiefs  in  just  as  I  have  in  the  past,  and  when  it  is  a 
matter  which  refers  tothebureau  chief  alone,  I  snail  send  for  the  bureau 
chief  and  get  his  opinion,  and  if  it  does  not  coincide  with  my  ideas 
or  does  not  seem  logical  to  me,  then  I  can  send  for  the  aid  who  knows 
about  it  and  get  his  advice.  But  where  it  laps  from  one  'into  the 
other,  or  where  it  is  a  case  of  a  vessel  which  takes  in  several  bureaus, 
then  I  send  only  for  the  aid  whose  duties  are  affected.  He  has  the 
written  reports  or  opinions  of  the  bureaus  and  makes  up  his  mind 
from  them  and  from  his  general  experience  what  to  recommend 
to  me. 

The  Chairman.  Right  on  that  line,  take,  for  instance,  the  aid 
on  material,  we  will  say,  just  by  way  of  example. 

Secretary  Meyer.  I  want  to  call  to  your  attention  that  the  aid  on 
material  is  Admiral  Swift,  who  has  had  this  thorough  experience 
I  have  referred  to. 

The  Chairman.  He  is  a  line  officer,  and  yet  his  duty  is  to  advise 
you  in  relation  to  material,  construction  and  repair,  supplies  and 
accounts,  and  ordnance.  The  only  previous  experience  or  training 
which  he  has  had,  I  understand,  has  oeen  in  the  matter  of  ordnance. 

Secretanr  Meyer.  No,  excuse  me.  He  had  had  experience  in  the 
concern  of  Sellers  &  Co.,  machine  manufacturers,  oi  Philadelphia. 

The  Chairman.  Yes,  but  in  the  navy;  he  has  been  at  the  head  of 
the  ordnance  department  of  the  Washmgton  Xavy-Yard. 

Secretary  Meyer.  He  was  in  the  Washington  yard.  He  was 
assigned  to  Sellers  &  Co.,  where  they  were  doing  special  work,  and 
showed  such  ability  for  mechanics  that  Sellers  &  Co.  were  desirous  of 
having  him  in  their  employ.  He  has  been  at  sea  and  he  has  been  in 
command  of  a  navy-yard,  the  Boston  yard,  where  he  had  the  experi- 
ence of  a  repair  plant.     He  has  had  otner  navy-yard  experience. 

The  Chairman.  I  am  not  speaking  of  Admiral  Swift  particularly. 
This  aid  being  a  Une  officer,  and  having  a  line  officer's  training,  has 
not  been  trained  in  the  repair  of  ships,  we  will  say,  or  in  some  of  these 
other  matters  connected  with  the  material,  but  he  acts  as  the  aid  in 
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advising  the  Secretary  on  these  matters.  It  seems  to  me  he  would 
have  to  go  directly  to  these  buieaus  in  the  first  place,  to  get  his 
knowledge  of  the  f  acts^  so  as  to  be  able  to  advise  you. 

Secretary  Meter.  I  wanted  to  make  clear,  but  perhaps  I  did  not, 
that  when  a  matter  is  referred  to  the  bureau  itself,  and  to  that  bureau 
simply,  I  shall  send  for  the  bureau  chief.  When  it  is  a  matter  which 
takes  in  several  bureaus,  or  where  it  laps  over  from  one  bureau  to 
another  or  is  a  question  of  policy  which  affects  several  bureaus,  in 
that  case  I  should  send  for  the  aid  to  familiarize  himself  with  the 
point  and  to  make  a  brief  for  me,  which  I  should  then  review.  It  is 
quite  possible  that  I  would  send  for  the  bureau  chiefs  and  this  aid  and 
get  discussion,  but  I  will  have  an  expert  adviser  who  will  be  able  to 
get  me  the  information  and  give  me  advice  which  won't  have  any 
particular  leaning  toward  any  one  bureau.  Sometimes  a  matter  may 
affect  several  bureaus,  and  he  would  go  to  them  and  talk  with  them 
and  hear  what  they  had  to  say,  and  then  he  would  go  and  hear  what 
the  chief  of  another  bureau  had  to  say  and  would  report  to  me;  as 
the  lawyer  does,  for  instance,  in  the  law  department.  The  Attorney- 
General  does  not  review  all  the  cases  and  get  the  findings  together. 
He  has  Assistant  Attorneys-General  in  his  office,  who  make  bnefs  for 
him. 

The  Chairman.  I  know;  but  he  has  the  knowledge  of  the  facts  in 
the  beginning. 

Secretary  Meyer.  Who? 

The  Chairman.  The  Attorney-General  has  a  knowledge  of  the  law 
in  the  beginning,  and  is  capable. 

Secretary  Meyer.  But  that  is  all  the  more  reason  that  the  Secre- 
tary of  the  Navy,  who  has  not  the  knowledge  in  the  beginning, 
should  have  a  man  who  has  had  great  experience  collect  the  knom- 
edge  for  him  and  get  it  in  such  shape  that  he  can  understand  it 
intelligently. 

Mr.  LouDENSLAGER.  Is  that  not  the  point,  Mr.  Chairman?  He 
has  this  man  who  is  to  be  the  real  supreme  executive  man  over  and 
above  Steam  Engineering,  over  and  above  Construction  and  Repair. 

Secretary  Meyer.  I  think  you  are  wrong.  He  has  no  executive 
authority  whatsoever. 

Mr.  LouDEKSLAGER.  Docs  he  not  advise? 

Secretary  Meyer.  He  is  an  adviser. 

IWh".  LoUDENSLAQER.  That  advice  is  to  be  carried  out,  is  it  not? 

Secretary  Meyer.  It  may  or  it  may  not  be. 

Mr.  LouDENSLAGER.  Suppose  it  is  carried  out.  That  authority, 
then,  is  executive,  is  it  not? 

Secretary  Meyer.  No;  because  the  final  decision  is  as  it  is  to-day, 
with  the  Secretary,  the  only  difference  being  that  the  Secretary  is 
expected  to  decide  to-day  on  questions  which  he  knows  little  or 
nothing  about,  and  you  have  not  hesitated  to  give  power  to  a  bureau 
chief  to  do  things  and  say  it  is  the  Secretary  who  has  done  it,  and 
not  even  inform  the  Secretary  about  it.  The  Secretary  after  all  is 
responsible  and  no  one  cares  who  advised  him.  If  he  makes  mis- 
takes the  blame  falls  on  him;  not  on  his  advisers. 

Mr.  Olcott.  Mr.  Secretary,  why  should  not  the  Assistant  Secretary 
of  the  Navy  get  this  information  from  the  various  bureaus  and  then 
report  to  the  Secretary? 
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Secretary  Meyeb.  The  Assistant  Secretary  of  the  Navy  under  this 
scheme  has  all  he  can  attend  to,  and  besides  he  is  no  better  fitted  for 
such  duty  than  the  Secretary  himself. 

Mr.  Olcott.  lam  not  trying  to  say  you  have  not  work  enough  to  do. 

Secretary  Meyer.  I  was  speaking  of  the  Aseistant  Secretary.  The 
Assistant  Secretary  has  a  large  number  of  duties  assigned  to  him  now. 
He  has  the  marines,  he  has  the  solicitor,  he  has  Yards  and  Docks,  and 
he  has  to  familiarize  himself  with  the  estimates  in  the  future  and  to 
get  them  prepared  for  the  Secretary  of  the  Navy.  He  also  looks 
after  questions  about  civilian  and  navy-yard  labor. 

ifr.  KoBEBTS.  Does  he  not  have  the  \aval  Academy,  too? 

Secretary  Meteb.  No;  not  the  Naval  Academy. 

The  Chairman.  Will  these  aids  have  other  aids  under  themi 

Secretary  Meyer.  I  don^t  know  that  it  will  be  necessary  for  them  to 
have  an  aid,  except  Material,  which  will  have  one  aid,  because  it  is  a 
very  big  work  to  familiarize  himself  with  the  matters  under  four  bureaus. 

Mr.  LouDENSLAGER.  The  regulations  provide  for  each  one  to  have 
an  assistant,  do  they  not  ? 

Secretary  Meyeb.  It  makes  it  possible. 

I^.  LouDENSLAOER.  In  the  absence  of  the  principal  to  act  in  his 
place  and  stead  ? 

Secretary  Meyeb.  He  can  not  act.  I  could  call  on  him  in  his 
absence,  but  they  have  no  power  of  signing  or  giving  orders. 

Mr.  LouDENSLAOEB.  I  mean  to  act  as  an  adviser. 

Secretary  Meyer.  I  suppose  I  would  send  for  the  assistant;  in  the 
case  of  Swift,  if  he  went  away  I  would  send  for  Chambers. 

Mr.  Padgett.  You  can  advise  with  anyone  you  want  to  ? 

Secretary  Meyeb.  Yes;  and  I  told  the  bureau  chiefa  when  I 
assembled  them,  '*  You  are  to  come  to  me  in  the  future,  as  in  the  past, 
whenever  you  desire,  andC  shall  send  for  you  in  the  future,  as  in  the 
past,  whenever  I  desire." 

Mr.  Padgett.  Now,  Mr.  Secretary,  I  would  like  to  ask  a  question 
just  there.  In  the  formation  and  working  out  of  this  reorganization 
plan  that  you  have,  have  you  had  a  council  or  gathering  of  the  different 
Dureau  chiefs  and  submitted  this  to  them,  and  does  it  meet  their 
approval  or  disapproval,  or  was  there  any  consultation  with  the 
bureau  chiefs  as  to  the  practical  working  of  this  reorganization? 

Secretary  Meyer.  I  have  had  in  all  three  boards.  I  first  had  a 
board  known  as  the  Sperry  Board,  on  which  I  put  a  representative 
from  every  bureau.  Those  were  on  the  regulations  which  were 
issued  by  Mr.  Newberry.  There  were  numerous  discrepancies,  due 
naturally  to  the  lack  of  time,  and  some  contradictory  mstructions. 
They  studied  and  gave  their  views,  and  there  was  a  majority  and  a 
minority  report.  I  accepted,  in  connection  with  the  Newberiy  plan, 
because  I  wanted  to  ^ve  it  a  fair  trial,  everything  which  was  unani- 
mous. Later  I  appointed  another  board  to  study  so  much  of  it  as 
was  not  unanimous,  and  on  that  I  put  Leutze,  who  has  had  extended 
experience  in  ordnance  in  the  Washington  Navy-Yard,  and  I  put 
Swift,  and  I  put  Captain  Nicholson,  because  he  had  been  a  captain 
of  a  battle  ship  and  had  seen  the  application  of  the  work  when  it 
came  in  and  when  the  ship  went  into  New  York — and  that  board 
made  a  report.  Then  I  went  to  work  to  review,  myself,  the  various 
reports  of  bureaus  and  of  bureau  chief S;  and  of  boards  and  of  Secre- 
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taries  in  the  past  twenty  or  thirty  years,  and  written  opinions  and 
ai^uments  of  various  kinds,  and  referred  them  all  to  another  board 
made  up  of  officers  selected  for  their  abilities  and  varied  experience, 
and  I  got  a  report  from  them.  I  put  up  certain  problems  and  certain 
questions  to  tnem  and  they  worked  over  that  the  entire  summer.  In 
addition  to  that  I  inspected  the  principal  navy-yards  on  the  Atlantic 
coast  and  familiarized  myself  with  the  workings  of  the  navy-yards 
of  England  and  Germany,  and  of  the  ship-building  organizations  in 
this  country. 

Mr.  Padgett.  So,  if  I  understand,  you  had  three  boards — the 
Sperry  Board,  the  Leutze  Board,  and  the  Swift  Board? 

Secretary  Meyee.  Yes.  The  Sperry  Board  had  every  bureau  rep- 
resented on  it,  so  I  could  get  their  views  of  things. 

Mr.  Padgett.  On  the  other  two  boards,  if  I  understand  from  the 
personnel  you  have  mentioned,  they  were  exclusively  Une  officers? 

Secretary  Meyer.  They  were  exclusively  officers  I  had  selected  for 
special  qualifications. 

Mr.  Padgett.  They  were  from  the  Une? 

Secretary  Meteb.  xes;  though  they  were  selected  for  other  reasons 
than  because  they  were  from  the  line. 

Mr.  Padgett.  But  I  say  as  a  fact  they  were? 

Secretary  Meyer.  Yes.  I  think  there  are  only  about  5  per  cent  of 
officers  who  are  so-called  ''staff  officers." 

Mr.  Padgett.  Now,  in  the  first  one  there  was  a  majority  and  a 
minority  report? 

Secretary  Meyer.  Yes. 

Mr.  Padgett.  Did  that  report  divide  on  the  division  of  the  staff 
and  the  Une,  or  were  there  staff  and  line  on  each  side  of  the  division? 

Secretary  Meyer.  They  divided  practically  on  the  division  of  staff 
and  line,  but  the  staff  and  the  Une  each  wrote  their  views  in  full.  I 
do  not  know  whether  it  is  fair  for  me  to  make  that  statement,  because 
possibly  either  set  of  officers  would  say  that  their  views  were  given 
from  what  they  considered  was  best  for  the  service  and  not  from  the 
staff  and  line  point  of  view. 

Mr.  Padgett.  I  understand.  I  did  not  want  to  attribute  unfair 
motives  to  either  side,  but  I  wanted  to  get  the  facts. 

Secretary  Meyer.  I  was  able  to  get  the  views  from  each  side.  Did 
you  ask  me  for  some  cases  in  point  in  the  navy-yards? 

Mr.  Padgett.  You  can  insert  them  in  the  hearings.  I  wiU  not 
trouble  you  about  it  now.  These  boards  that  you  appointed  re- 
ported to  you,  and  from  that  you  worked  out  this  plan  that  you  have 
of  reorganization? 

Secretary  Meyer.  Yes. 

Mr.  Padgett.  Have  you  called  any  conference  or  council  consti- 
tuted of  the  chiefs  of  the  bureaus  and  taken  their  judgment  or  asked 
suggestions  as  to  what  they  thought? 

Secretary  Meyer.  I  got  their  views,  because  I  got  them  in  the 
SpeiTV  Board  report.  I  have  studied  them  and  given  them  careful 
consideration,  i  got  the  staff  officers'  views  and  the  line  officers' 
views  in  the  Sperry  Board  report. 

Mr.  Padgett,  'fhat  was  in  the  first  one? 

Secretary  Meyer.  Yes. 

Mr.  Padgett.  From  what  I  have  been  able  to  hear,  from  observa- 
tion, etc.,  it  seems  that  there  has  grown  up  or  has  beeoi  a  friction,  an 
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antagonism,  or  a  jealousy,  whatever  you  might  call  it,  between  the 
line  and  the  staff.  Is  there  anything  contemplated  in  the  reoi^ganiza- 
tion  of  the  personnel  by  which  this  distinction  between  the  line  and 
the  staff  shall  be  eliminated  and  there  be  nothing  further  heard  about 
it — ^the  duties  performed,  say,  by  the  staff,  would  be  taken  away  from 
the  staff  and  would  be  done  by  line  officers,  and  all  of  them  made 
line  officers  or  made  something  so  as  to  eliminate  this  jealousy  and 
friction? 

Secretary  Meter.  I  reCTet  the  fact  that  there  does  seem  to  be 
some  jealousy,  which  mignt  be  obviated  as  you  suggest,  but  I  see 
no  reason  for  such  a  step.  My  idea  is  that  it  can  be  eliminated 
graduallv,  especially  if  I  can  make  both  the  line  and  staff  feel  that 
personally  I  nave  no  prejudice  either  way.  I  call  to  the  attention 
of  the  committee  that  in  one  case  I  left  the  question  of  materiel 
open  advisedly,  so  that  in  the  future  it  could  be  a  line  officer  or  a 
BtaS  officer,  provided  he  happened  to  be,  in  the  mind  of  the  Secretary, 
the  most  advantageous  man  to  select.  It  so  happened  that  the  man 
who,  from  my  observation,  was  best  qualified  to  fill  the  position,  at 
the  moment,  was  Admiral  Swift,  from  the  varied  experience  he  had 
had.  It  mi^ht  happen  it  would  be  a  constructor.  I  felt  that  that 
should  be  left  open. 

I  think  that  the  young  staff  officers  should  be  encouraged  to  realize 
that  their  opportimities  are  just  as  great  as  the  opportunities  of  the 
line  officers,  m  their  own  specialties.  I  believe  that  some  of  that  might 
be  remedied,  possibly,  if  they  went  to  sea  more  and  were  on  the  staff 
of  the  commander  in  chief  and  were  brought  more  shoulder  to  shoul- 
der with  sea  conditions  and  the  officers  who  go  to  sea.  I  think  there 
is  less  feeling,  if  it  exists  to  any  great  extent,  than  there  was.  There 
has  been  no  line  officer  come  to  me  to  prejudice  me  against  staff 
officers,  and  there  has  been  no  staff  officer  come  to  me  to  prejudice 
me  against  line  officers.  I  think,  with  all  due  respect,  that  the  news- 
papers make  a  great  deal  more  out  of  it  than  there  really  is  in  it. 
Personally  I  have  the  highest  opinion  of  men  in  the  staff.  I  think  in 
both  line  and  staff  there  are  men  of  ability,  and  also  men  who  have  not 
so  much  ability.  I  am  giving  personnel  reorganization  thought,  to 
see  what  I  can  recommend  to  the  committee.     So  officers  wSl  not 

Eass  through  the  different  grades  to  the  top  simply  because  they  are 
ealthy.  I  am  impressed  with  the  fact  that  our  present  system  of 
promotion  does  not  give  us  the  most  capable  captains  to  manage  our 
costly  battle  ships,  and  for  the  other  important  duties. 

Mr.  RoBEBTS.  May  I  ask,  Mr.  Secretary,  if  you  are  asking  legisla- 
tion to  make  statutory  this  part  of  your  plan  of  the  aids? 

Secretary  Meyeb.  No  legislation  except  the  abolition  of  the  Bureau 
of  Equipment. 

Mr.  KOBEBTS.  Does  the  abolition  of  the  Bureau  of  Equipment  have 
anv  vital  effect  on  this  matter  of  the  four  aids? 

Secretary  Meyeb.  None  at  all. 

Mr.  Robebts.  And  you  have  the  power  now  to  detail  these  aids  and 
assign  those  duties  to  them? 

Secretary  Meyeb.  Yes.* 

Mr.  Robebts.  And  you  are  not  asking  legislation  to  make  it  per- 
manent ? 

Secretary  Meyeb.  No. 

Mr.  Robebts.  I  understand,  do  I,  that  after  it  has  been  given  a 
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trial,  if  you  find  it  is  working  successfully,  you  may  at  some  future 
time  ask  for  legislation,  but  not  until  you  do  demonstrate  it  one  way 
or  the  other? 

Secretary  Meybb.  Yes.  My  point  is  this,  that  I  felt  that  in  order 
to  get  something  actually  done  it  was  not  fair  for  me,  having  been 
Secretary  for  hardly  a  year,  to  come  to  the  committee  and  recommend 
something  and  ask  them  to  take  the  responsibility  and  do  it.  That 
would  mean  if  you  don't  do  it  its  your  fault,  and  if  it  goes  right  I  get 
most  of  the  credit;  but  if  it  goes  wrong  the  committee  really  have  the 
responsibility.  I  thought  it  was  fairer  and  wiser  to  work  out  some- 
thing after  great  care  and  thought  and  study,  and  in  going  at  this  I 
want  to  state  that  I  have  not  worked  this  out  as  an  idea  of  my  own. 
I  have  endeavored  to  work  through  groups  of  men  who  have  shown 
by  their  records  that  they  were  safe  men  and  men  who  could  be 
trusted  to  work  out  problems  and  give  me  their  best  advice.  I 
remember  President  Eliot  stating  at  a  dinner  that  was  given  to  him 
that  the  reason  Harvard  University  had  progressed  as  rapidly  as  it 
had  and  had  got  on  such  a  broad  scale  was  that  he  had  been  working 
not  merely  by  individual  effort,  but  through  *' groups  of  men,''  coE 
lecting  men  together  who  had  experience,  who  were  safe  and  who 
were  sound,  and  getting  the  benefit  of  their  thought,  and  then  acting 
either  immediately  or  as  soon  as  possible.  It  is  that  line  of  thought 
I  have  followed  in  endeavoring  to  benefit  by  the  experience  of  others, 
bv  putting  problems  up  to  them  to  think  over  and  come  to  a  con- 
clusion. My  plan  is  to  try  this  for  a  year  or  so,  as  the  case  may  be, 
and  then  to  demonstrate  to  the  committee  what  has  been  accom- 
plished by  it.  In  the  last  seven  years,  as  I  stated  in  my  annual 
report,  there  have  been  six  Secretaries.  It  is  impossible  for  the 
department  to  have  the  continuity  of  policy  under  the  organization 
as  it  existed  in  the  past  because  the  Secretarv  has  had  to  ferret  out 
and  work  out  things  as  best  he  could,  and  by  the  time  he  is  just 
beginning  to  learn  he  has  left,  and  then  the  next  man  may  get  a  point 
of  view  that  is  entirely  different  and  go  off  on  another  line;  and,  as  I 
said  of  the  biu*eaus,  it  is  to  the  credit  of  the  bureaus  in  many  instances 
that  the  work  has  progressed  as  it  has  notwithstanding  the  extraor- 
dinary conditions. 

Mr.  BuTLEB.  Following  Mr.  Roberts's  question,  Mr.  Secretary,  I 
have  here  the  memorandum  which  has  oeen  sent  here  indicating 
changes  that  will  be  necessary  in  appropriations.  Have  you  satis- 
fied your  mind  that  if  those  changes  were  made,  transferring  these 
items  from  one  bureau  to  the  other,  there  will  be  no  conflict  with 
existing  law? 

Secretary  Meyeb.  Yea  •  I  have  worked  that  out  with  the  Attorney- 
General.     It  has  been  submitted  to  him. 

Mr.  BuTLBB,  Is  he  of  the  opinion  that  there  will  be  no  conflict! 

Secretary  Meyeb.  Yes;  and  the  President  states  in  his  message, 
if  you  remember,  that  these  plans  have  been  submitted  to  the  Attorney- 
General,  and  that  the  President  approves  them. 

Mr.  Butler.  If  I  recollect  the  act  of  Congress  distinctly — and  I 
will  defer  to  your  knowledge  of  it  because  I  know  you  have  looked  at 
it  more  recently  than  I  have — we  are  required  to  make  these  appro- 
priations according  to  the  estimates. 

Secretary  Meyer.  Not  exactly;  the  law  requires  that  changes  in 
the  arrangement  of  estimates  shall  be  submitted  with  a  note  ex- 
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plaining  them.  Once  the  appropriation  is  made,  based  on  these 
estimates^  those  bureaus  have  tne  duties  which  have  the  money 
appropriated  under  them. 

Mr.  BUTL.ER.  That  is  an  existing  law? 

Secretary  Meter.  Yes. 

Mr.  BuTLSB.  If  we  should  transfer  them  from  one  bureau  to  the 
other,  would  we  conflict  with  that  act  of  Congress? 

Secretary  Meyer.  No;  you  are  not  making  general  legislation. 

Mr.  Butler.  Will  that  not  be  legislating? 

Mr.  LouDENSLAOER.  If  you  recall,  we  talked  that  all  over  the  other 
day.  There  is  no  legislation  except  that  which  is  in  the  appropria- 
tion bill.  This  only  affects  the  action  of  the  departments  for  a  year, 
and  the  next  appropriation,  if  it  is  changed,  will  affect  them  for  the 
next  year. 

Mr.  Butler.  I  had  it  in  my  mind  that  it  was  an  existing  law  at  this 
time. 

Secretarjr  Meyer.  No  :  it  is  merely  a  change  of  duties  made  by 
an  appropriation  act,  following  a  change  in  the  estimates. 

Mr.  Butler.  For  the  year  in  which  the  appropriation  was  made? 

Secretary  Meyer.  That  is  all. 

Mr,  Ti<5MAS.  Mr.  Secretary,  if  we  try  to  get  a  little  information 
on  this  scheme  of  yours  and  go  to  one  of  the  oureaus  and  ask  one  of 
the  officers,  for  instance,  something  about  it,  we  are  confronted  by 
the  answer  that  they  are  not  allowed  to  say  anything,  for  an  executive 
order  has  been  issued. 

Secretary  Meyer.  Did  any  Navy  Department  bureau  chief  say 
that? 

Mr.  Thomas.  No;  I  will  not  say  that. 

Secretary  Meyer.  Because  I  gave  implicit  instructions — they 
came  and  asked  me,  and  I  said,  ''You  are  to  give  whatever  informa- 
tion the  coBMnittee  wants.  If  thej  ask  vou  something  on  the  line  of  a 
policy  contrary  to  what  the  President  has  stated,  or  a  plan  which  I 
am  trying  to  demonstrate,  or  a  matter  that  is  referred  to  in  the 
President  s  policy,  you  can  use  your  own  judgment  whether  you 
have  a  right  to  oppose  something  the  President  is  advocating  as 
regards  the  plans;  ii  you  fully  understand  it  and^  are  in  accord,  well 
and  good ;  otnerwise  I  should  prefer  to  have  the  privilege  of  explaining 
that  myself,  as  I  have  not  vet  been  called  before  the  committee." 

Mr.  rADOBTT.  I  would  like  to  ask,  Mr.  Secretary,  if  there  would  be 
any  objection  on  your  part  to  sending  to  the  committee  the  findings 
of  those  three  boards,  m  order  that  we  may  have  them  before  us? 

Secretary  Meyer.  None  at  all.  I  want  the  committee  to  realize 
that  whatever  I  am  doing  the  committee  can  know  at  any  time. 
The  cards  will  be  on  the  table.  I  propose  to  administer  the  depart- 
ment within  the  law,  by  and  with  tne  help  of  your  conunittee. 

Findings  of  Boards. 

sferrt  board. 

Early  in  the  present  vear,  and  prior  to  March  4,  a  new  edition 
of  the  Regulations  for  tne  Government  of  the  Navy  of  the  United 
States  had  been  prepared,  as  a  consequence  of  the  consoUdation 
plan  put  in  effect  on  February  1,  1909. 
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As  originally  prepared  and  sent  to  press,  Chanter  I  of  the  new 
regulations  (dealing  with  the  organization  of  the  Navy  Department 
and  the  detailed  duties  of  the  various  btireaus)  preserved  the  organi- 
zation and  bureau  duties  as  they  had  previously  existed  and  in 
accordance  with  the  current  appropriation  bill. 

After  the  book  had  gone  to  press,  but  before  issue,  the  first  chapter 
was  rewritten  and  radical  changes  were  made  in  bureau  duties,  the 
following  footnote  being  inserted: 

Thia  chapter  having  been  rewritten  since  the  remainder  of  the  text  went  to  preas, 
the  provisions  of  the  following  chapters  shall  be  considered  as  modified  to  conform 
to  the  changed  duties  of  the  bureaus  as  herein  prescribed.  (See  General  Order  No. 
9,  dated  January  25,  1909.) 

When  Mr.  Meyer  became  Secretary,  the  department  was  receiving 
many  requests  for  decision  as  to  certain  discrepancies  which  were 
thus  created. 

Finally,  a  board  of  officers,  each  bureau  chief  being  a  member, 
with  Rear-Admiral  C.  S.  Sperry  as  senior  member,  was  assembled  to 
make  recommendations  regarding  a  revision  of  certain  portions  of 
the  new  regulations. 

The  board  was  directed  to — 

Make  such  recommendations  as  are  deemed  necessary  or  desirable  to  reconcile  the 
existing  discrepancies  in  Chapter  I,  and  to  cause  the  provisions  of  the  subsequent 
chapters  to  comorm  to  the  duties  as  therein  outlined. 

The  board  was  informed  that — 

It  is  not  the  intention  of  the  denartment  to  depart  from  the  general  plan  of  consolida- 
tion and  reoiganization  as  laid  aown  by  the  regulations  and  the  general  orders  issued 
until  this  plan  has  been  given  a  fair  test.  There  will  probably  he  found,  after  trial, 
that  many  improvements  are  desirable  and  necessary  for  the  ejiiciency  of  the  navy  in 
the  methods  as  tentatively  laid  down.  It  is  the  intention  of  the  department,  after  a 
sufficient  time  has  been  given  to  test  the  plan  in  its  present  general  form,  to  order  a 
board  of  officers  to  make  such  recommendations  as  may  be  foimd  to  be  desirable. 

The  following  paragraph  was  added  to  the  instructions  to  the 
board: 

At  the  same  time,  it  is  not  intended  that  the  board  shall  refrain  now  from  making 
any  recommendation  that  will,  in  its  opinion,  increase  the  efficiency  of  the  service 
under  the  present  plan  of  reoi^^[anization  and  consolidation,  and  if  the  board  believes 
that  the  present  plan  may  be  improved  in  its  details  recommendation  will  ie  made 
accordingly. 

The  board  was  composed  of  the  following  officers:  Rear- Admiral 
C.  S.  Sperry,  U.  S.  Navy,  senior  member.  Rear- Admiral  William  S. 
Cowles,  U.  S.  Navy,  retired.  Chief  of  the  Bureau  of  Equipment ;  Rear- 
Admiral  Richard  Wainwright,  U.  S.  Navy;  Rear-Admiral  William 
P.  Potter  J  U.  S.  Navy;  Rear-Admiral  Newton  E.  Mason,  U.  S. 
Navy,  Chief  of  the  Bureau  of  Ordnance;  Engineer  in  Chief 
John  K.  Barton,  U.  S.  Navy,  retired.  Chief  of  the  Bureau  of 
Steam  Engineering;  Paymaster-General  E.  B.  Rogere,  U.  S.  Navy, 
Chief  of  the  Bureau  of  Supplies  and  Accounts;  Chief  Constructor 
W.  L.  Capps,  U.  S.  Navy,  Chief  of  the  Bureau  of  Construction  and 
Repair;  Gvil  Engineer  K.  C.  HoUyday,  U.  S.  Navy,  Chief  of  the 
Bureau  of  Yards  and  Docks:  Capt.  Hueo  Osterhaus,  U.  S.  Navy, 
members.     Commander  John  M.  Foyer,  U.  S.  Navy,  retired,  recorder. 

The  board,  in  its  report,  treated  the  subject  under  two  divisions, 
viz,  (A)  reconciliation,  (B)  recommendations. 

Under  "A''  a  detailed  report  was  made  of  the  changes  deemed  nec- 
essary to  reconcile  existing  discrepancies  in  Chapter  I  and  to  cause 
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the  provisions  of  the  subsequent  chapters  to  conform  to  the  duties  as 
outhned  in  the  amended  Chapter  I.  The  report  of  the  board  under 
this  head  was  unanimous,  with  the  exception  that  two  members  (the 
Chief  Constructor  and  the  Paymaster-General)  dissented  from  the  rec- 
ommendations of  the  maiority  in  two  particulars.  The  first  of  these 
mvolved  the  question  wnether  the  jurisdiction  over  certain  public 
works  should  be  the  duty  of  the  Bureau  of  Yards  and  Docks,  as  rec- 
ommended by  the  majority,  or  whether  it  should  be  under  the  Bureau 
of  Construction  and  Kepair.  The  second  point  of  disagreement  was, 
briefly,  whether  the  supervision  of  the  bundinff,  installation,  and  re- 
pair of  machinery  other  than  electric  used  for  tne  propulsion  of  naval 
vessels  should  be  under  the  cognizance  of  the  Bureau  of  Steam  Engi- 
neering or  the  Bureau  of  Construction  and  Repair,  the  former  being 
recommended  by  the  maiority.  The  minority  contended  that  the 
action  of  the  majority  in  these  two  particulars  could  not  be  construed 
as  a  reconciliation  of  conflicting  instructions,  but  must  be  regarded  as 
a  specific  transfer  of  duties  from  one  bureau  to  another. 

Under  division  "B"  (recommendations)  a  detailed  report  was  made 
of  further  changes  recommended  in  Chapter  I  that  would,  in  the 
board's  opinion,  increase  the  efficiency  of  the  service,  though  involv- 
ing certain  modifications  of  the  plan  of  reorganization  and  consolida- 
tion put  into  effect  by  Secretary  Newberry.  A  statement  was  also 
included  of  the  general  principles  under  which  the  subseouent  chap- 
ters, and  more  particularly  chapter  37,  relating  to  worK  in  navy- 
yards,  should  be  modified  in  order  to  conform  to  the  changes  recom- 
mended in  Chapter  I  under  division  ''B." 

The  board  also  stated  that  the  changes  under  division  "A"  were 
submitted  in  compliance  with  the  directions  of  the  department; 
but  that  the  board  was  decidedly  of  the  opinion  that  the  changes 
recommended  under  ''A"  were  not  sufficient  and  that  those  recom- 
mended under  "B"  were  necessary  for  efficiency;  and  that  they  did 
not  conffict  with  the  general  plan  of  consolidation  as  already  author- 
ized.* 

Eight  members  of  the  board  concurred  in  the  recommendations 
under  division  "B,"  and  two  members  (the  Chief  Constructor  and  the 
Paymaster-General)  dissented  entirely.  The  points  of  difference 
related  to  the  duties  of  bureaus  in  the  Navy  Department,  the  more 
important  of  these  differences  being  due  to  tne  desire  of  the  majority 
to  give  to  the  Bureau  of  Steam  Engineering  all  duties  that  related  to 
the  preparation  of  designs  for,  and  the  building,  installation,  and 
repairing  of,  machinery,  other  than  electric,  used  for  the  propulsion 
of navalships,  and  to  give  to  the  Bureau  of  Yards  and  Docks. more 
extended  duties  in  relation  to  public  works.  The  minority  opposed 
this  view  and  desired  the  principal  part  of  the  work  enumerated  to 
be  in  the  Bureau  of  Construction  and  Repair.  Another  essential 
difference  was  that  relating  to  the  organization  of  and  method  of 
doing  work  at  navy-yards. 

The  majority  caressed  the  following  views: 

It  is  neceesary  for  the  effective  maintenance  of  the  fleet,  which  must  be  the  ulti- 
mate object  of  we  whole  naval  establishment,  that  there  snail  be  in  the  navy-yards 
the  most  intelligent  comprehension  of  the  conditions  and  necessities  afloat,  and  that 
in  the  fleet  the  officers  shall  have  an  intimate  knowledge  of  mechanical  desims  and 
proceeses,  not  only  that  thev  may  properly  maintain  their  ships  in  good  order,  but 
that  in  making  reports  as  to  betterments  their  suggestions  may  be  intelligent  and  use- 
ful instead  of  impracticable.    The  reports  received  by  the  bureaus  from  the  equip-^ 
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ment,  ordnance,  and  engineer  officers  of  the  shipe  are  now  recognized  as  being  of  (be 
highest  importance,  and  that  these  officers  are  capable  is  shown  by  the  successful 
completion  of  the  installation  in  the  battle  ships  of  the  Atlantic  Fleet  of  complicated 
fire-control  systems,  which  were  in  many  cases  hardly  more  than  begun,  and  notably 
by  the  effective  maintenance  of  the  motive  power  of  the  fleet  during  the  voyage 
around  the  world  with  the  aid  of  the  limited  resources  of  the  repair  ship  Panther. 

If  such  conditions  (effective  maintenance  of  the  fleet)  are  to  continue,  aa  they  should, 
in  order  that  the  fleet  may  keep  the  Rea  in  the  face  of  the  enemy,  it  is  necessary  that 
sea  officers  shall  have  responsible  duties  in  connection  with  the  manufacture  and  repair 
of  the  operative  devices  of  which  they  have  charge  at  sea— engines,  gun  mounts, 
and  generators — as  distin^ished  from  the  hull  ana  its  permanent  fittinss,  and  the 
necessity  of  such  dual  training  has  been  fully  recognizee  by  the  detail  ofnaval  con- 
structors for  the  cruise  of  the  Atlantic  Fleet.  '  There  is  an  urgent  necessity  and  a  wide 
field  for  the  consolidation  of  similar  classes  of  work  in  the  navy-yarda  and  a  reduction  of 
the  number  of  shops,  but  to  associate  dissimilar  processes,  such  as  are  commonly  sepa- 
rated in  commercial  practice,  or  to  allow  the  lest^er  and  simpler  to  absorb  the  greater 
and  more  important  establishment  must  be  detrimental.  Since  the  experience  of  ten 
years  has  by  a  notable  increase  in  efficiency  justified  the  consolidation  of  a  mechanical 
and  operating  corps  with  the  line,  and  since  line  officers^  in  order  to  perfect  themselves 
in  their  engineering,  ordnance,  and  electrical  duties  m  the  fleet,  have  been  freely 
asking  to  serve  under  officers  to  whom  they  are  naturally  and  always  subordinate, 
any  consolidation  which  disturbs  such  conditions  must  lessen  the  efficiency  of  the 
sea  officers  in  maintaining  their  ships.  It  is  just  as  vital  to  be  able  to  keep  the  sea 
now  as  it  was  in  the  days  of  Nelson. 

The  board  (majority)  recommends  the  following  oiganization  for  navy-yards  and 
naval  stations: 

The  commandant  to  be  in  entire  control  of  every  department,  military  and  mechan- 
ical.  under  the  instructions  of  the  Navy  Department  alone. 

Tne  commandant  to  exercise  direct  control  over  the  departments  of  the  general 
storekeeper  and  of  medicine  and  surgery. 

For  the  purpose  of  coordinating  all  mechanical  work,  an  officer  to  be  ordered  as 
executive,  who  shall  be  the  manager,  with  powers  conforming  to  the  provisions  of  sec- 
tion 1469  of  the  Revised  Statutes.  It  shall  be  the  duty  of  the  executive  to  coordinate 
idl  mechanical  work,  acting  through  the  inspectors  of  public  works  (Yards  and  Docks), 
Ordnance,  Construction  and  Repair,  Equipment,  and  Machinery  fSteam  Engineering). 

The  executive  will  have  charge  of  all  yard  transportation,  both  land  and  water.  He 
will  keep  one  pay  roll  for  all  the  labor  employed,  and  after  consulting  the  inspectora 
concerned,  win  make  such  distribution  of  the  force  employed  as  may  be  most  effective, 
and  will  take  on  or  discharge  employees  as  may  be  expeclient. 

Each  inspector  will  have  charge  of  and  be  responsible  for  the  planning,  preparation 
of  drawings,  specifications,  and  estimates  for  and  carrying  to  completion  of  aH  work 
placed  under  his  charge. 

It  is  not  believed  that  any  one  of  the  technical  officers  in  charge  of  work  in  the  navy- 
yard,  burdened  as  he  is  by  his  own  specialty,  can  properly  coordinate  the  work  as 
manager. 

The  Chief  Constructor  and  the  Paymaster-General  expressed  the 
view  that — 

The  changes  recommended  by  the  majority  involve  a  radical  departure  from  the 

Slan  recently  adopted  and  do  not  appear  to  have  any  real  justification  at  this  stage  of 
le  proceedings. 

It  is  believed  to  be  essential  that  a  scheme  of  reorganization  which  had  been  given 
8uch  careful  consideration  by  an  official  who  had  had  more  than  three  and  a  half 
years'  experience  as  Secretary  and  Assistant  Secretary  of  the  Navv  should  be  given 
lull  and  fair  trial  before  any  material  modifications  are  made  therein,  except,  of 
course,  such  as  are  proved  to  be  imperatively  necessary  for  the  efficiency  of  the  serv- 
ice.   ♦    ♦    ♦ 

Changes  of  the  character  of  those  recently  carried  out  at  various  navy-yards  must 
always  meet  with  opposition  from  those  whose  authority  has  been  diminished  or 
whose  duties  have  been  otherwise,  in  their  judgment,  adversely  affected.  Such  an 
attitude  is  to  be  expected  and  is  inseparable  from  changes  of  this  character.  Similar 
adverse  criticism  was  directed  against  the  general-etorekeeper  system  when  it  was 
first  established,  and  for  years  afterwards  there  were  those  who  could  find  no  posaiblo 
good  in  such  a  system.  Fair  and  honest  trial  has  convinced  even  the  opponents  of 
tne  general -storekeeper  system  that  the  change  involved  therein  has  ultimately 
proved  of  great  benent  to  the  naval  8ervir(%  and  ?(»ino  of  tlm^p  who  were  arigiually 
ite  bitt^  opponentB  are  now  its  warm  advocates.    There  must,  of  course,  be  ^jnie 
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undeofable  features  in  any  new  Bystem  of  administration  such  aa  that  recently 
adopted  at  our  navy-yards,  but  these  are  usually  of  minor  importance  and  can  be 
reaoily  adjusted  so  as  to  meet  in  the  best  possible  way  the  changed  conditions. 

The  minority  is  fLrmlv  convinced  that  a  full  and  .fair  trial  ot  the  scheme  which 
involves  concentration  of  work  and  authority  in  navy-yards  will  result  in  great  econo- 
mies, with  increase  of  efficiency. 

The  minority  also  quoted  the  testimony  of  Mr.  Newberry  before 
the  Navdi  Committee  in  regard  to  the  proposed  changes  he  was 
putting  into  effect. 

The  minority  further  stated: 

The  opposition  which  has  recentlv  develoi>ed  in  some  quarters  is,  as  alreadv  stated, 
natural  and  to  be  expected,  but  the  minority  is  firmly  convinceid  that  a  fair  trial 
under  normal  conditions,  with  hearty  cooperation  of  all  officers  attached  to  navy- 
yards,  instead  of  unsympathetic  criticiiBm,  will,  in  the  end,  prove  that  the  scheme 
of  recHganization  recently  establiahed  will  not  only  conduce  to  economy  of  admini^ 
tration,  but  in  the  end  greatly  increase  efficiency  of  navy-yard  and  Navy  Department 
administration. 

It  is  unnecessary  under  statement  B  to  recoimt  the  arguments  in  &vor  of  consoli- 
dating some  of  the  duties  of  certain  bureaus.  The  reasons  have  been  made  clear  in 
the  testimony  and  reports  heretofore  alluded  to.  So  far  as  concerns  the  consolidation 
of  manuhicturing  work  of  the  Bureaus  <rf  Construction  and  Repair,  Steam  Enpneer- 
ing,  and  Equipment  under  one  bureau,  it  may  be  remarked  that  such  a  consolidation 
would  be  a  return  to  the  identical  conditions  which  existed  at  the  time  the  bureau 
svstem  was  adopted,  the  Bureaus  of  Equipment  and  Steam  Engineering  being  off- 
shoots from  the  original  Bureau  of  Construction,  Equipment,  and  Repair.  Under 
any  such  consolidation,  however,  there  would  alwajrs  be  two  grand  divisions, 
viz,  hull  construction  and  machinery  construction.  Such  a  division  is  logical  both 
at  navy-yards  and  in  the  Navy  Department. 

In  reference  to  the  recommendation  of  the  majority  that  a  Une 
officer  should  be  manager  of  the  manufacturing  department^  the 
minority  stated: 

The  recommendation  of  the  majority  that  a  line  officer,  and  only  a  line  officer, 
riiould  be  elig;ible  as  manager  of  the  manu&cturing  department  of  a  navy-yuxl  is 
illogica],  and  if  their  position  were  correct  would  naturally  result  in  changing  our 
memod  oi  training  and  keeping  technical  officers  at  sea  the  greater  part  of  their  lives, 
instead  of  training  them  in  their  own  particular  duties  on  snore,  as  is  the  invariable 
practice  of  successul  private  shipbuilding  establishments. 

The  necessarily  limited  tenure  of  office  of  the  manager  of  the  manufacturing  depart- 
ment, if  chosen  from  the  line,  would  seriously  militate  against  the  efficiency  of  that 
department,  since  nothing  is  more  fatal  to  economical  and  efficient  administration 
of  a  manufilcturing  department,  no  matter  where  situated,  than  frequent  change  in 
the  head  thereof.  If  it  should  be  suggested  that  the  '4ine  officer  manager''  would 
have  a  lon^  term  of  such  duty,  such  a  condition  would  involve  the  renunciation  by  that 
officer  of  his  ambition  to  excel  in  his  own  particular  branch.    *    *    * 

The  minority  does  not  question  the  capacity  of  certain  selected  officers  of  the  line  to 
discharge  almost  any  duty  in  a  most  creditable  manner^  but  this  is  because  they  are 
officers  of  exceptional  ability  and  not  because  thev  are  line  officers.  To  assume,  how- 
ever, that  the  average  officer  of  the  line  of  the  rank  of  captain  or  commander  is  by  the 
nature  of  his  training  better  adapted  to  managing  a  large  manufacturing  establishment 
than  officers  whose  preliminary  training  has  been  identical  with  that  ofthe  line  officer, 
and  whose  original  training  has  been  supplemented  by  extensive  post-graduate  educa- 
tion,, and  whose  service  has  been  continuously  devoted  to  technical  subjects,  without 
too  frequent  interruption  of  periods  of  sea  duty,  ia  to  assume  that  the  man  who  has 
been  thoroughly  trained  in  his  profession  is  less  valuable  than  a  man  whose  training 
has  been  more  or  less  superficial  and  intermittent. 

The  minority  is  of  the  opinion  that  the  organization  of  manufacturing  departments 
as  provided  under  existing  regulations,  general  orders,  and  explanatory  memoranda  is 
entirely  logical,  uid  if  given  a  fair  trial  will  prove  its  efficiency  and  wiu  result  eventu- 
ally in  very  considerable  economies  being  effected. 

The  minority  therefore  strongly  recommends  that  no  change  whatever  be  made  in 
the  general  character  of  the  existing  organization  of  manufacturing  departments  at 
navy-yards  until  such  organizations  have  been  given  a  thorough  tnal  under  normal 
Gonditions. 
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The  report  of  the  Sperry  Board  was  submitted  May  7.  1909.  In 
view  of  tne  radical  differences  of  opinion,  as  set  forth,  ana  in  view  of 
the  department's  desire  to  give  the  system  put  into  effect  by  Mr.  New- 
berry a  full  and  fair  trial,  no  action  whatever  was  taken  upon  the  rec- 
ommendations of  the  board  looking  to  the  modification  of  Mr.  New- 
berry's system.  On  the  contrary,  only  that  part  of  the  report  of  the 
board  under  division  ^^A''  (reconciliation),  which  was  unammous,  was 
put  into  effect  at  that  time. 

THE   LEUTZE   BOARD. 

After  further  consideration,  the  department  aawombled,  June  1, 
1909,  a  second  board  to  consider  and  report  upon  the  two  points  of 
disagreement  in  the  report  of  the  Sperry  Board  under  division  *'A," 
and  also — 

To  consider  and  report  as  to  the  advisability  of  oiganizin^  an  accountant  department 
in  the  navy-yards  and  stations,  in  case  it  is  found  that  this  can  be  done  without  addi- 
tional legislation. 

The  board  was  composed  of  the  following  officers:  Rear- Admiral 
E.  H.  C.  Leutze,  U.  S.  Navy,  senior  member.  Rear-Admiral  William 
Swift,  U.  S.  Navy;  Capt.  R.  F.  Nicholson,  U.  S.  Navy,  members. 
Commander  John  M.  Poyer,  U.  S.  Navy,  retired,  recorder. 

The  board  recommended  that  the  Bureau  of  Yards  and  Docks 
should  have  jurisdiction  of  all  public  works  and  public  utilities,  and 
that  the  duties  of  the  Bureau  of  Steam  Engineerm^  should  comprise 
all  that  relates  to  the  preparation  of  designs  for,  and  Duilding,  installa- 
tion, and  repairing  oi  machinery,  other  than  electrical,  used  for  the 
propulsion  of  naval  ships. 

The  board  also  reported: 

(a)  The  trial  of  an  accountant  department  in  the  navy-yards  and  stations  is  advis- 
able, but  there  is  not  sufficient  time  to  organize  and  put  into  operation  such  a  depart- 
ment before  the  1st  of  July. 

(h)  In  the  opinion  of  the  board  and  of  the  officials  of  the  Treasury  Department,  no 
additional  legislation  is  necessary  to  establish  an  accountant  department. 

(e)  The  board  is  strongly  of  the  opinion  that  it  would  be  advisable  that  an  account- 
ant department  be  oi^sanized  and  tnoroughly  tried  in  one  navy-yard  or  station  only, 
before  issuing  orders  for  its  establishment  throughout  the  navy.  The  officials  of  the 
Treasury  Department  coincide  with  this  opinion. 

The  recommendations  of  the  Leutze  Board  regarding  public  works 
and  steam  machinery  were  adopted  and  put  into  effect,  and  steps 
were  taken  to  orgamze,  for  trial,  an  accountant  department  in  the 
navy-yard,  Boston. 

THE   SWIFT  BOARD. 

A  third  board  of  ofRcers,  knoAvn  as  the  Swift  Board,  was  assembled 
July  15,  1909,  to  consider  the  whole  subject  of  the  organization  of  the 
Navy  Department,  including  navy-yards. 

This  board  was  furnished  all  the  data  and  reports  of  the  two  pre- 
vious boards,  as  well  as  all  information  available  at  home  or  from 
abroad,  for  consideration. 

This  board  was  composed  of  the  following  oflScers:  Rear- Admiral 
William  Swift,  U.  S.  Navy,  senior  member.  Capt.  C.  E.  Vreeland, 
U.  S.  Navr;  Capt.  Sidney  A.  Staunton,  U.  S.  Navy;  Capt.  F.  F. 
Fletcher,  U.  S.  Navy;  Commander  Roy  C.  Smith,  U.  S.  Navy;  Com- 
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mander  Q.  W.  Logan,  U.  S,  Navy;  Lieut.  Commander  L.  H.  Chandler, 
U.  S.  Navy,  members.  Commander  John  M.  Poyer,  U.  S.  Navy 
(retired),  recorder. 

This  board  was  in  session  until  October  11,  1909,  when  it  submitted 
a  report.  The  board's  recommendation  may  be  summarized  as  fol- 
lows: 

(a)  The  authority  and  ultimate  responmbility  of  the  Secretary  of  the  Navy  remain 
unaualified.  No  feature  of  naval  administration  la  separated  from  him,  and  no 
autnority  is  conferred  upon  any  officer  except  such  as  the  Secretary  may  delegate. 

(b)  The  business  of  the  department  has  been  srouped  into  four  divisions,  except 
certain  parts  thereof  of  an  independent  nature,  wnich  are  placed  under  the  Assistant 
Secretary.  These  divisions  of  duties  are  entitled,  respectively,  "Operations  of  the 
Fleet,"  '* Personnel,"  ** Material,"  and  ''Inspections,"  and  the  scope  of  the  subject- 
matter  with  which  they  have  to  do  is  indicated  by  their  titles. 

(c)  Four  officers  of  mature  experience  are  detailed  to  serve  as  aids  to  the  Secretary, 
and  each  performs  the  duty  of  an  adviser  for  matters  relating  to  one  of  the  four  divisions. 

{d)  The  Division  of  Operations  of  the  Fleet  has  to  do  with  the  operations  of  ships  in 
commission  and  of  all  other  elements  of  the  naval  force,  and  has  advisory  duties  in 
connection  with  broader  matters  of  naval  pdiicy,  including  military  features  of  ship 
desi^. 

(e)  The  Division  of  Personnel  has  to  do  with  all  matters  relating  to  the  manning  of 
the  flaet.  It  has  within  its  cognizance  the  appointment,  enlistment,  assignment  to 
duty,  records,  preparatory  education,  and  discipline  of  the  personnel. 

(J)  The  Division  of  Material  has  to  do  principally  with  the  various  features  of  equip- 
ment and  supply  and  the  technical  features  of  construction. 

(g)  The  Division  of  Inspections  has  to  do  with  all  duties  covering  inspections  of 
personnel  and  material  (except  acceptance  inspections  of  purchased  or  manufactured 
articles).  Special  inspectine  officers  and  boards  for  the  inspection  of  ships  and  shore 
stations  are  put  under  this  aivision.  with  a  view  to  obtaining  and  placing  at  the  dis- 
posal of  the  Secretary  a  better  knowledge  of  the  personnel,  material,  and  the  efficiency 
of  methods  than  has  heretofore  been  available;  and  the  relation  of  this  division  to  the 
rest  of  the  organization  is  such  that  criticisms  are  brought  to  the  Secretary  of  the 
Navy  direct  instead  of  through  officers  who  may  tliemseFves  be  the  subject  thereof. 

(h)  A  separation  is  effected,  as  far  as  poesible,  between  the  duties  relating  to  the 
purchase  of  articles  and  services  and  those  relating  to  payment  therefor. 

(i)  The  bureaus  and  other  branches  of  the  department  are  grouped  in  divisions, 
according  to  the  nature  of  their  duties,  for  purposes  of  better  coordination  and  control 
by  the  Secretary;  such  coordination  and  control  are  exercised  by  him  for  each  division 
with  the  advice  and  assistance  of  the  aid  for  that  division,  and  the  latter  may  relieve 
the  Secretary  from  detail  bv  drafting  and  signing,  by  the  Secretary's  direction,  such 
instructions  as  may  be  autnorized.  Changes  are  made  in  the  assignment  of  bureau 
duties  to  accord  with  the  other  features  of  the  plan. 

(j)  The  board  on  construction  is  abolished.  The  new  organization,  in  which  the 
material  bureaus  are  grouped  together  in  a  division,  will  afford  a  facility  for  the  dis- 
cussion of  technical  questions  arising  between  bureaus  which  has  not  heretofore 
existed. 

(A)  Navy-yanl  organization  and  economy  are  modified  from  the  existing  ntatus 
principally  by  makini;  two  divisions  of  the  manufacturing  department,  dealing, 
respectively,  with  hull  and  machinery^  thus  conserving  the  principle  of  consolidation 
in  so  far  as  it  is  arl  viintugeous.  but  placing  over  each  division  the  officer  most  expert  in 
the  duties  of  that  divi  ion;  also  by  the  introduction  of  an  efficient  system  of  accounts, 
under  a  responsible  officer,  separate  from  the  manufacturing  departments. 

The  department,  having  carefully  considered  the  report  of  the 
Swift  Boturd,  and  being  convinced  of  the  soundness  of  the  adminis- 
trative principles  upon  which  it  was  based,  issued  on  December  1, 
1909,  an  amendment  to  the  Navy  Regulations  putting  into  effect  a 
system  of  organization  and  administration  based  upon  the  recom- 
mendations or  the  board,  in  so  far  as  existing  law  permitted,  with 
certain  modifications  from  the  board  report  decided  on  by  Mr.  Meyer 
himself. 
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Secretary  Meyer.  The  diagram  of  Navy  Department  duties  shown 
above  ia  what  was  decided  on  by  me,  and  differs  somewhat  from  the 
distribution  recommended  by  the  Swift  Board.  These  were  partly 
due  to  the  decision  of  the  Attorney-General  which  stated  that  appro- 

E nations  must  be  expended  in  the  bureaus  under  which  appropriated 
y  Congress;  and  in  some  cases  the  changes  were  made  because  I 
did  not  h^ee  entirely  with  the  recommendations  of  the  board. 

To  exj  lain  this  fully,  it  should  be  stated  that  the  Swift  Board 
recommended  that  the  four  aids  for  advisory  duties  should  form  a 
council  which  would  meet  frequently  for  the  discussion  of  depart- 
mental policy.  I  omitted  this  council,  preferring  that  the  aids  concern 
themselves  with  the  specific  duties  for  which  each  was  detailed.  I 
felt  further  that  if  I  wanted  at  any  time  to  discuss  a  matter  with 
all  the  aids  I  could  easily  call  them  together. 

The  Swift  Board  recommended  placing  the  Marine  Corps  in  the 
Division  of  Personnel  and  the  Bureau  of  Yards  and  Docks  in  the 
Division  of  Material,  but  I  decided  to  place  them  under  the  Assistant 
Secretary. 

The  Swift  Board  also  recommended  establishing  a  separate  office  of 
accounts  which  would  supply  fimds  to  disbursing  officers,  make  all 
payments,  and  keep  all  money  accounts,  including  manufacturing  and 
operating  expense  at  navy-yards.  This  followed  the  almost  universal 
practice  m  commercial  life  of  separating  payments  and  funds  from 
contracts  and  supphes,  but  I  could  not  accomplish  this  without  great 
difficulty  on  account  of  the  requirement  that  the  appropriations 
must  be  expended  under  the  bureau  in  which  the  appropriation  was 
made  by  Congress. 

The  Swift  Board  also  recommended  that  the  office  of  accounts, 
departmental  estimates,  the  soUcitor,  and  the  Ubrary  and  war  records 
be  in  the  office  of  the  Secretary.  I  have  placed  these  matters  directly 
in  the  office  of  the  Assistant  Secretary. 

The  Swift  Board  also  recommended  that  the  Bureau  of  Equipment 
be  in  the  Division  of  Personnel  on  the  assumption  that  the  Secretary 
could  change  the  duties  as  recommended  by  the  board.  This  change 
would  have  left  the  Bureau  of  Equipment  only  with  navigational 
instruments,  Hydrographic  Office,  and  Naval  Ooservatory.  As  the 
duties  could  not  be  changed  merely  by  order  of  the  Secretary,  ac- 
cording to  the  Attomey-Generars  decision,  I  left  the  Bureau  of 
Equipment  in  the  Division  of  Material  where  its  present  duties  logi- 
cally place  it. 

The  Swift  Board  also  recommended  that  the  aid  for  material  be  a 
line  officer.  I  changed  the  regulations  so  that  the  selection  for  aid 
for  material  need  not  be  a  line  officer. 

No  other  chances  than  the  above  from  the  Swift  Board  recom- 
mendations have  been  made. 

It  should  be  explained  here  that  the  Swift  Board,  in  making  its 
recommendations,  was  under  the  same  mistaken  impression  wnich 
has  obtained  lately  in  the  Navy  Department,  that  the  secretary  could 
by  order  at  any  time  change  the  duties  and  funds  from  one  bureau 
to  another  as  he  saw  fit. 

Before  taking  any  definite  action  on  the  Swift  Board  report  I 
referred  the  whole  subject  to  the  Attorney-General. 

Mr.  Roberts.  I  want  to  refer  to  the  matter  of  the  aids  once  more. 
Under  the  present  conditions  or  regulations  concerning  the  aids, 
there  is  no  tenure  of  office  for  the  aids  1 
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Secretary  Meter.  None  at  all. 

Mr.  Roberts.  They  are  simply  detailed? 

Secretary  Meter.  'They  are  detailed. 

Mr.  Thomas.  Who  selects  them? 

Secretary  Meter.  I  do. 

Mr.  Loud.  Mr.  Chairman,  there  were  three  subjects  that  T  hoped 
might  be  discussed  when  the  Secretary  was  with  us  here,  but  which 
do  not  come  in  connection  with  the  subject  that  is  up  at  the  present 
time.  I  want  to  know  whether  there  will  be  further  opportunity. 
One  of  the  subiects  is  the  nayy-yards;  second,  the  question  of  im- 
provement of  dry-dock  facilities — that  is,  the  extension  of  some  of 
those  already  in  use;  and,  third,  the  subject  of  colliers. 

Secretary  Meter.  I  will  be  glad  to  go  into  any  and  all  of  those 
any  time  the  committee  desires. 

The  Chairman.  I  would  say  the  proper  question  before  the  com- 
mittee has  been  the  matter  or  the  cnanges  in  the  appropriations,  as 
suggested  by  the  Secretary,  in  view  of  his  new  arrangement  of  the 
duties  of  the  bureaus  of  the  Navy  Department.  I  would  Hke  to  ask, 
have  you  in  contemplation,  Mr.  Secretair,  anything  Uke  what  might 
be  called  a  general  staff  for  the  navy  such  as  the  army  has? 

Secretary  Meter.  No;  nothing  of  that  kind.  From  what  I  under- 
stand of  the  army  staflf,  it  would  not  suit  the  navy. 

The  Chairman.  There  is  just  one  thing  in  these  regulations — I  do 
not  know  for  sure  whether  it  is  there — that  makes  me  nesitate  a  little 
bit,  and  that  is  about  the  power  of  the  aid  to  issue  an  order,  as  I  under- 
stand it,  under  the  direction  of  the  Secretary  of  the  Navy. 

Mr.  rADOBTT.  Mr.  Chairman,  before  you  get  on  to  that  matter, 
I  understand  that  on  the  question  of  the  mcrease  of  the  navy  and  the 
navy-yards  and  coUiers,  and  things  of  that  kind,  the  Secretary  will 
favor  us  with  another  hearing  ? 

The  Chairman.  Oh,  yes;  I  know  he  will  be  glad  to  come  early  and 
often  to  us. 

Secretary  Meter.  The  oftener  the  better. 

The  Chairman.  I  want  to  call  your  attention  right  there  to  the 
regulation  beginning  at  the  bottom  of  page  3 : 

To  aasifit  the  Secretary  of  the  Navy  in  coordinating  and  carrying  on  the  work  of  the 
four  divisioiu,  there  shall  be  on  duty  in  the  office  of  the  Secretary  four  officers  of  the 
navy,  on  the  active  list,  to  be  known,  respectively,  as  the  (a)  aid  for  Operations;  (6) 
aid  for  PeiBonnel;  (e)  aid  for  Material:  {a)  aid  for  Inspections.  The  aids  for  Opera- 
tions, PeiBOimel,  and  Inspections  shall  be  line  officers.  These  officers  shall  advise 
die  Secretary  on  all  matters  pertaining  to  the  duties  of  the  respective  divisions  named, 
and  shall  transmit  orders  of  the  Secretary  to  the  various  chiefs  of  bureaus  and  to  the 
other  subordinates  of  the  department,  signing  such  orders,  ''By  direction  of  the 
Secretary." 

Secretary  Meyer.  It  says  they  ''shall  transmit  orders  of  the 
Secretary.  It  has  got  to  be  an  order  of  the  Secretary  before  they 
can  do  it.  If  you  wul  turn  to  page  8,  where  it  defines  things  a  little 
more — ^that  was  merely  to  give  an  idea  of  what  it  was — ^you  will  see 
that  it  says  what  the  duty  of  the  aid  to  Material  is. 

The  aid  for  Material  shall  advise  the  Secretary  as  to  the  work  of  the  Bureau  of 
Equipment,  Bureau  of  Ordnance,  Bureau  of  Construction  and  Repair,  Bureau  of 
Steam  Enffineerine,  and  Bureau  of  Supplies  and  Accounts. 

It  shall  oe  the  autv  of  the  aid  for  Material  to  assist  the  Secretarv  in  insuring  that 
aU  work  periormed  b]^  the  bureaus  comprising  the  Division  of  Material  shall  be 
efikiently  and  economically  done;  to  advise  the  Secretary  of  the  Navy  with  a  view 
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to  Bocuring  coordination,  and  to  prepare  for  iasue  by  the  Secretary  of  the  Navy  the 
necessary^  orders  in  relation  to  the  Division  of  Material  and  the  bureaus  comprisii  g 
it,  to  examine  all  reports  of  boards  or  individuals  authorised  to  make  inspectitns 
relative  to  the  work  of  the  Division  of  Material,  and  to  recommend  to  the  Secretary 
such  action  thereon  as  may  be  necessary. 

Now,  if  you  will  read  that  and  see  how  mild  that  is  and  how 
defined  it  is  as  compared  to  what  the  bureau  chief  can  do,  without 
referring  to  the  Secretary,  you  will  realize  the  distinction. 

The  Chairman.  What  I  am  afraid  is  that  he  may  issue  that  order 
by  direction  of  the  Secretary  without  the  Secretary  seeing  it. 

Secretary  Meyer.  He  can  not,  under  that. 

The  Chairman.  I  mean  it  might  not  while  you  were  Secretary, 
but  in  some  other  case  it  might  happen. 

Secretary  Meyer.  Then  he  would  be  removed  by  the  Secretary 
if  he  was  trying  to  do  the  Secretary's  duties,  having  been  appointed 
by  the  Secretary.  You  see,  the  bureau  chief  can  not  be  removed  so 
easily.  In  case  of  removing  a  bureau  chief  it  would  be  for  cause,  and 
it  would  be  necessary  to  have  the  approval  of  the  President.  Now, 
an  aid  is  removed  merely  at  the  will  of  the  Secretary,  if  he  is  not  ful- 
filling his  idea  and  giving  him  good  advice,  or  if  he  is  trj^ing  to  do  more 
than  he  should.     Here  is  the  act  as  passed  in  1862 : 

The  several  bureaus  shall  retain  the  chai;^  and  custody  of  the  books  of  record  and 
accounts  pertaining  to  their  respective  duties,  and  all  the  duties  of  the  bureau  shall 
be  performed  under  the  authority  of  the  Secretary  of  the  Navy,  and  their  orders  shall 
be  considered  as  emanating  from  him,  and  shall  have  full  force  and  effect  as  such. 

Mr.  LouDENSLAGER.  Now,  Mr.  Secretary,  some  time  ago  you  spoke 
of  the  different  chiefs  of  bureaus  giving  certain  orders  without  the 
knowledge  of  the  Secretary  of  the  iMavy. 

Secretary  Meyer.  I  said  they  could,  and  of  course  they  do  con- 
stantly, and  generally  properly. 

Mr.  LouDENSLAGER.  And  therefore  he  would  not  be  fully  apprised 
of  what  was  going  on  in  his  department. 

Secretary  Meyer.  Yes. 

Mr.  LouDENSLAGER.  As  I  Understand  the  language  of  this  instruc- 
tion to  the  aid,  where  he  can  communicate  orders  to  the  subordinates 
direct,  those  orders  might  go  down  to  the  subordinate  and  the  chief 
of  the  bureau  would  know  nothing  about  what  was  going  on  in  hie 
bureau. 

Secretary  Meyer.  Where  does  it  say  he  can  send  them  so? 

Mr.  LouDENSLAGER.  On  page  4. 

Secretary  Meyer.  He  could  not  do  it  without  the  Secretary  of  the 
Navy's  knowledge,  and  no  orders  of  the  Secretary  would  go  to  a 
subordinate  in  a  Dureau,  but  to  the  chief. 

Mr.  LouDENSLAGER.  I  imderstand,  but  he  in  one  place  is  held 
responsible  by  these  rules  and  regulations  for  his  conduct. 

secretary  Meyer.  What  page  is  that  ? 

Mr.  LouDENSLAGER.  Page  4,  '*and  shall  transmit  orders  of  the 
Secretary  to  the  various  chiefs  of  bureaus." 

Secretary  Meyer.  To  the  bureaus;  yes. 

Mr.  LouDENSLAGER.  "And  to  the  other  subordmates  of  the  depart- 
ment."    He  can  send  that  right  direct  to  the  subordinate. 

Secretary  Meyer.  What  would  they  do  in  that  case?  All  the 
bureau  chief  has  to  do.  is  to  say  to  the  subordinate  that  no  orders 
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are  to  be  carried  out  without  eubmitting  them  to  him.  That  is  a 
suupositious  case  which  oould  not  happen  under  my  orders. 

Mr.  LouDENaLAOEB.  Not  under  this  language? 

Secretarjr  Meter.  Every  one  in  a  bureau  is  under  a  bureau  chief, 
and  if  an  aid  attempted  to  give  orders  to  a  subordinate  in  a  bureau, 
that  would  not  happen  long.  Such  an  aid  would  be  iost antly  removed , 
but  the  case  could  not  happen. 

Mi.  Loudenslaobr.  I  am  speaking  of  the  language,  not  the 
practice. 

Secretary  Meysb.  The  language  is  a  matter  that  perhaps  can  be 
perfected,  and  I  am  perfectlv  ready  to'  pjerfect  it.  If  it  is  giving  a 
wrong  impreaaion  I  am  glad  to  have  this  discussion,  but  before  it 
became  statutory  that  would  come  within  the  power  of  the  committee 
to  word  it  so  that  there  would  be  no  doubt. 

Mr.  Dawson.  Are  there  not  some  subordinates  in  the  departments 
who  are  neither  chiefs  of  bureaus  or  imder  chiefs  of  bureaus  ? 

Secretary  Meter.  Yes;  such  as  the  Office  of  Naval  Intelligence, 
War  College,  and  different  boards,  and  that  is  what  the  language  is 
intended  to  cover,  not  bureaus  at  all.  If  it  is  demonstrated  to  me 
that  there  is  a  loophole  by  which  it  is  abused,  I  shall  change  the  word- 
ing of  it, 

Mr*  Robots.  Mr.  Chairman,  right  on  that  line  I  want  to  go  into 
this  record,  right  on  the  line  of  the  power  of  the  bureau  chief,  an  illus- 
tration of  just  that  inherent  defect  in  the  present  condition  of  affairs. 
Several  years  ago  the  Chicago^  if  I  am  not  mistaken,  was  at  Boston 
Harbor.  She  needed  extensive  repairs.  The  Secretary  of  the  Navy 
issued  orders  that  she  be  repaired  in  the  Boston  yard.  The  next 
thin^  that  was  known,  a  month  or  six  weeks  afterwards,  the  Chicapo 
was  m  New  York  with  her  boilers  out  and  undergoing  her  repairs 
there,  and  she  was  towed  back  to  Boston  to  carry  out  the  Secretary's 
ord^.  A  bureau  chief,  in  defiance  of  the  Secretary's  order,  took  it 
on  himself  to  change  the  place  where  that  ship  should  be  repaired. 

Mr,  Butler.  What  became  of  the  bureau  chief? 

Mr.  Roberts.  He  stayed  there.  The  Secretary  could  not  get  rid 
of  him. 

(Thereupon,  at  1.15  o'clock  p.  m.,  the  committee  adjourned.) 
Summary  of  Dockyard  Organizations  of  England  and  Germany. 

ENGLAND. 

The  general  characteristic  features  of  English  dockyard  adminis- 
tration are  as  follows : 

(1)  Hie  general  observance  of  a  poUcy  of  distribution  of  specialized 
work  of  different  character  amon^  three  or  four  departments  under 
separate  heads,  each  maintaining  its  own  force  of  clerks,  draftsmen, 
foremen,  laborers,  etc. 

(2)  The  absolute  control  of  all  yard  departments  under  one  naval 
head,  the  admiral  superintendent,  who  thus  becomes  the  general 
manager  of  the  dockyard,  and  is  also  military  head  of  the  dockyard 
and  all  supply  stations  pertaining  to  it. 

(3)  The  selection  of  capable  administrators  from  list  of  flag  officers 
(or  senior  captains  at  Sheemess  and  Pembroke)  for  superintendents 
of  dockyards. 
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(4)  The  abolition  of  the  office  of  technical  assistant  to  the  super- 
intendent (which  was  for  a  time  filled  by  a  naval  constructor)  titer 
seyeral  years'  trial,  which  proved  it  to  oe  undesirable  and  not  con- 
ducive to  efficiency. 

(5)  No  manufacturing,  constructive,  or  repair  department  keeps 
iid'financial  accounts;  tms  is  done  bv  the  dockyard  expense  accounts 
office  for  all  yard  departments.  There  is  also  a  broad  system  of 
checks,  inspections,  and  reports.  No  branch  at  the  admiraltj 
charged  with  the  making  of  designs  is  directly  charged  with  their 
execution  in  the  dockyara.  The  main  work  at  the  dockyards  comes 
under  the  heads  of  construction  and  engineering. 

At  the  head  of  construction  is  a  manager,  a  chief  constructor,  and 
this  department  has  charge  of  all  work  relating  to  the  hull. 

At  tne  head  of  engineering  is  a  manager,  an  engineer  rear-admiral 
on  the  active  list,  and  this  aepartment  nas  charge  of  all  engineering 
work. 

These  managers  are  directly  responsible  to  the  admiral  superin- 
tendent. 

The  heads  of  the  other  departments,  except  the  captain  of  the 
dockyard  and  deputy  superintendent,  who  is  a  captain,  are  civilians. 

The  officers  are  supenntending  civil  engineer,  electrical  engineer, 
naval  store  officer,  expense  accounts  officer,  cashier,  and  secretary  to 
the  superintendent. 

OEBMANY. 

The  Grerman  dockyards  are  under  the  command  and  general 
management  of  a  superintendent  (oberwerft  direktor)  who  is  a  flag 
officer;  in  each  are  found  a  number  of  separate  technical  depart- 
ments each  independent  of  the  other,  but  all  under  the  general  manage- 
ment and  direct  control  of  the  superintendent,  and  m  each  and  all 
yards  exists  the  policy  of  decentraUzation — the  distribution  of  spe- 
cialized work  in  several  separate  departments  under  expert  specialized 
chiefs  intrusted  with  authority  and  held  rigidly  responsible  to  the 
superintendent  for  the  efficiency  and  economy  of  their  departments. 

The  German  dockyards  are  established  primarily  for  the  repair 
and  maintenance  of  the  fleet.  New  construction  is  only  for  furnish- 
ing reserve  work  to  keep  the  skilled  force  continuously  employed. 

The  Germans  find  the  necessity  for  dividing  the  dockyard  work 
among  many  departments  and  of  placing  at  the  head  of  the  majority 
of  them  naval  omcers  of  the  seagoing  branch. 

In  the  German  dockyards  it  becomes  noticeable  to  what  a  great 
degree  the  distribution  of  specialized  work  is  carried.  There  is  a 
great  duplication  of  similar  shops  and  power  plants  among  the 
various  departments,  but  the  German  opinion  is  strong  that  the 
system  has  demonstrated  itself  to  be  in  a  large  establisnment  not 
only  efficient  but  economical,  by  fixing  responsioihty  definitely  upon 
the  heads  of  departments  who  do  not  have  more  detail  work  to 
attend  to  than  can  properly  be  accomplished  by  one  man. 

It  is  noted  also  to  what  a  marked  degree  the  control  of  line  officers 
enters  into  the  dockyard  administration,  in  which  the  superintendent, 
who  is  general  manager,  and  five  heads  of  departments  are  line 
officers. 
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The  shipbuilding  constructors  and  machinery  constructors  are  in 
two  separate  and  independent  corps  (the  head  of  each  in  Berlin 
being  a  flag  officer  of  the  line),  and  two  separate  divisions  are  main- 
tained in  tne  dockyards.  This  resembles  the  similar  poUcy  prevail- 
ing in  £ngland. 

SUMMABY  OF  ShIFBUILDINO  ObOANIZATIONS  OF  THE  UnTTED  StATB9. 
NEW  TOBK  SHIPBUILDING  COMPANY,  OF  CAMDEN,   N.   J. 

The  president  represents  the  board  of  directors,  and  is  in  general 
charge. 

The  ^neral  manager  is  a  man  of  executive  ability  and  is  not 
necessanly  a  technicsu  expert.  At  the  present  time  he  is  a  man  who 
has  been  trained  as  a  mechanical  en^eer,  and  was  until  recently 
the  chief  en^eer  of  the  company.  The  man  before  him  was  one 
who  had  busmess  and  shop  experience,  but  was  not  specially  trained 
in  any  technical  work. 

Under  the  general  manager  there  are  two  separate  divisions — (1) 
Division  of  HuUs,  (2)  Division  of  Engineering. 

The  engine  drafting  and  designing  room  is  imder  the  chief  engineer, 
who  has  no  outside  duties. 

The  hull-drafting  room  is  under  the  naval  architect;  who  has  no 
outside  duties. 

The  foreman  of  shipyard  is  a  technical  expert  who  has  charge  of 
shops  and  tools  generally  used  for  hull  work. 

llie  foreman  of  engine  shops  is  a  technical  expert  and  has  charge 
of  shops  which  belong  to  his  branch. 

BATH  ntON   WOBKS. 

Here  the  president  and  manager  are  one  person  on  account  of  the 
size  of  the  company  and  the  special  fitness  of  the  man. 

The  whole  work  of  the  shipyard  is  under  two  superintendents — (1) 
superintendent  of  construction,  (2)  superintendent  of  engineering. 

NEWPOBT  NEWS,   VA, 

The  general  administration  of  the  offices  and  yards  is  imder  a  gen- 
eral manager  and  an  assistant  general  manager. 

The  chief  engineer  is  charged  with  the  design,  jpreparation  of  plans, 
and  estimates  of  all  propelhng  machinery  and  hull  machinery.  By 
"hull  machinery"  is  meant  all  machinery  for  handling  anchors, 
steering  the  vessel,  drainage  and  pumping,  all  water-tight  doors 
operated  by  power,  and  the  entire  electnc  installation  of  tiie  vessel. 
Tne  chief  engineer  is  assisted  by  an  assistant  chief  engineer  and  an 
electrical  engineer.  * 

The  naval  architect  is  chained  with  the  design,  preparation  of 
plans,  and  estimates  of  the  hulls  of  vessels. 

The  superintendent  of  machinery  has  charge  of  the  manufacture, 
installation,  and  repair  of  all  propelhng  machinery  and  hull  machinery, 
previously  defined. 

The  general  superintendent  of  hull  construction  has  charge  of 
the  actual  building  and  repair  of  vessels  so  far  as  it  relates  to  the 
hull,  and  has  charge  of  all  painting,  carpenter  work,  and  dry  docks. 
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The  Cramps  shipyard,  Fore  River  Company,  at  Quincj;  Mass., 
and  Union  iron  Works  have  practically  sixmlar  organizations  to 
what  has  been  enumerated  above,  the  aivisions  of  work  into  hull 
and  machinery  being  universal  practice.  Some  companies,  notably 
the  Fore  River  Company,  subdivide  into  more  separate  departments 
than  others. 

It  will  be  found  in  all  the  companies  that  the  general  managero 
and  assistant  general  n^anagers  are  men  selected  for  their  executive 
and  administrative  abiUty,  and  may  come  from  either  hull  or  machin- 
ery experts,  or  neither.  In  some  companies  the  electrical  work  is 
in  a  separate  department,  but  it  is  generally  considered  machinery 
work,  and  is  put  imder  the  chief  engineer. 
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Report  of  a  Board  Making  Recommendations  Regarding 
Revision  op  the  U.  S.  Navy  Regulations  Convened  by  the 
Secretary  op  the  Navy  March  29,  1909,  Known  as  the 
Sperry  Board  Report. 

report  of  board. 

Navy  Department, 

Washington,  May  7, 1909. 
Sir:  1.  The  Board  on  Regulations,  appointed  bv  the  department's 
order  of  March  25,  1909,  copy  appended,  marked  "C,"  has  the  honor 
to  submit  its  report  with  accompanying  papers. 
2.  The  Board  decided  to  treat  tne  subject  under  two  divisions: 
A — ^Reconciliation. 
B — Recommendations. 
8.  Under  A,  a  detailed  report  is  made  of  the  changes  deemed  nec- 
essary to  reconcile  the  existing  discrepancies  in  Chapter  I  and  to 
cause  the  provisions  of  the  suosequent  chapters  to  conform  to  the 
duties  as  outlined  in  Chapter  I,  as  amended. 

4.  Under  B,  a  detailed  report  is  made  of  changes  recommended  in 
Chapter  I  that  will,  in  the  board's  opinion,  increase  the  efhciency  of 
the  service  under  the  present  plan  of  reorganization  and  consolida- 
tion, together  with  a  statement  of  general  principles  under  which  the 
subseauent  chapters,  and  more  particularly  Chapter  XXXVII, 
shoula  be  modified  in  order  to  conform  to  the  changes  recommended 
in  Chapter  I,  under  the  heading  B. 

5.  Tne  changes  under  A  are  submitted  in  compliance  with  the 
directions  of  the  department;  but  the  board  is  decidedly  of  the 
opinion  that  the  changes  recommended  under  A  are  not  sufficient, 
and  that  those  recommended  under  B  are  necessary  for  efficiency, 
and  that  they  do  not  conflict  with  the  general  plan  of  consolidation, 
as  already  authorized. 

division  a. 

6.  Changes  necessary  to  reconcile  the  existing  discrepancies  in 
Chapter  I.     New  matter  is  printed  in  italics. 

Article  3,  paragraph  9,  to  be  omitted.  The  paragraph  omitted 
reads  as  follows: 

"Orders  relating  to  navy-yard  business  connected  with  a  bureau 
may  be  given  and  stated  to  be  *  by  direction  of  the  Secretary  of  the 
Navy'  by  a  chief  of  bureau  to  the  commandants,  who  shall  be  re- 
sponsible for  their  execution.     (Articles  1607,  par.  7,  and  1548.)" 

Article  4  to  be  amended  to  read  as  follows : 

"  (1)  The  duties  of  the  Bureau  of  Yards  and  Docks  shall  include 
pr^aring  the  details  of  design  and  the  specifications  of  all  jpublic 
woriks  under  the  cognizance  of  the  Navy  Department,  and.  (he  inspec- 
tion of  the  same  when  done  by  contract,  and  such  other  outies  as  may  be 
required  by  existing  law. 
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' '  (2)  It  shaU  have  jurisdiction  of  aU  vublic  works  and  public  utiilities^ 
and  shall  provide  watchmen  and  aU  lahor  necessary  for  cleaning  yards 
and  stations,  except  as  otherwise  provided  for  in  this  chapter  J' 

Article  5,  para^aph  (5),  to  be  amended  to  read: 

''(5)  It  shall  nave  control  of  the  Naval  Observatory,  NoAiHeal 
Almanac  and  Oompass  Offices,  tiie  Hydrographic  Office,  and  wireless 
apparatus  and  stations. 

Article  6,  paragraph  1.  strike  out  the  words  ''Nautical  Almanac 
and  Coinpass  Offices/'    As  amended  the  para^aph  will  read: 

"(1)  The  duties  of  the  Bureau  of  Navigation  shall  coinprise  the 
promulgation,  record,  and  enforcement  of  the  orders  of  the  secretary 
to  the  fleet  and  to  the  officers  of  the  navy,  except  such  orders  as 
pertain  to  the  office  of  the  Secretaiy;  all  that  relates  to  the  education 
of  officers  and  men^  including  the  Naval  Academy,  the  Naval  War 
College,  and  techmcal  schools  for  officers,  the  apprentice-seamen 
establishment,  schools  for  the  technical  education  of  enlisted  men, 
and  to  the  supervision  and  control  of  the  naval  home  at  Philadel- 
phia, Pa.,  to  the  enlistment  and  discharge  of  all  enlisted  persons, 
and  to  the  preparation  of  estimates  for  the  pay  of  all  officers  and  en- 
listed men. 

Paragraph  11.  strike  out  and  substitute  the  following  paragraphs: 

'' (llj  n  shaU  have  general  direction  of  aU  coaling  depots  orUsiac  of 
nanyy-yards  and  stations  not  having  a  pay  officer  or  genmd  storekeeper, 
and  shall  advise  the  Bureau  of  Supplies  and  Accounts  as  to  the  ^piantity 
of  fuel  to  he  maintained  at  each.  When  practicable,  it  shaU  furnish  naval 
colliers  for  the  transportation  of  fuel  upon  Ihe  request  of  the  Bureau  of 
Supplies  and  Accouvls,  and  shall  regulate  the  movement  of  such  vessels. 
It  shall  he  charged  with  cXl  that  pertains  to  the  location  of  naval  coal 
depots.  Requests  for  services  and  supplies  required  for  the  mairUenance 
of^coaldepots  under  its  direction,  as  above  indicated,  shall  he  submitted  to 
the  Bureau  of  Supplies  and  Accounts  for  action,  through  ihe  Bureau  of 
Navigation. 

* '  (12)  When  water  is  to  he  transported  for  ihe  use  of  ships,  ihe  Burea/^ 
of  Navigation  shdH  advise  ihe  Bureau  of  Supplies  and  Accounts  in  the 
same  manner  as  for  fuel,  and  transportation  wiU  he  made  in  naval  tank 
ships  under  ihe  direction  of  ihe  former  bureau  or  in  chartered  mercJiant 
vessels  by  the  Burewa  of  Supplies  and  Accounts,  as  the  circumstances 
may  reguireJ^ 

Article  7,  paragraph  (1),  to  be  amended  by  the  addition  of  the  words 
"Naval  Gun  Factory"  after  the  word  "the"  (in  the  second  line). 
As  amended  the  paragraph  will  read: 

"  (1)  The  duties  of  the  Bureau  of  Ordnance  shall  comprise  all  that 
relates  to  the  Naval  Gun  Factory,  Torpedo  Station,  Naval  Proving 
Ground,  and  magazines  on  shore,  to  the  manufacture  of  offensive 
and  defensive  arms  and  apparatus  (including  torpedoes),  all  anmiuni- 
tion,  and  war  explosives.  It  shall  require  for  or  manufacture  all 
macninery,  apparatus,  equipment,  material,  and  supplies  required 
by  or  for  use  with  the  above." 

Article  8,  paragraph  (1),  to  be  amended  to  read  as  follows: 

"(1)  The  duties  of  the  Bureau  of  Oonstruction  and  Repair  shall 
comprise  all  that  relates  to  designing,  building,  and  repairing  ships 
of  the  navy  on  plans  approved  by  tne  Navy  Department,  and  aU 
that  reUUes  to  the  equipment  of  ships  according  to  the  bureau's  dOouh 
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ance  list  from  time  to  time  in  farce.  In  doing  this  work  it  shall  consult 
the  Bureau  of  Ordnance  as  to  the  battery  requirements  in  designing, 
constructing,  and  installing^  independent  ammunition  hoists  and 
other  permanent  fixtures,  which  are  already  specified  to  be  the  special 
province  of  the  Bureau  of  Ordnance." 

Paragraph  (2)  to  be  omitted.  The  omitted  paragraph  reads  as 
follows: 

"(2)  It  shall  also  have  charge  of  all  public  works  at  navy-yards 
unless  otherwise  herein  provided  for." 

Article  9,  paragraph  Cl)i  to  be  amended  to  read  as  follows: 

"(1)  The  auties  or  the  Bureau  of  Steam  Engineering  shall  comprise 
all  that  relates  to  the  preparation  of  the  designs  jfor,  and  shall  supervise 
{he  hwUdina,  installation,  and  repairing  of  machinery  other  than  electric 
used  for  the  propulsion  of  naval  vessels.  Also  steam  pumps,,  steam 
heaiers,  distiMng  apparatus,  refrigerating  machinery,  and  aU  steam  con- 
nectums  of  ships.  It  shall  rehire  for  and  order  the  manufacture  of 
its  equipage  and  STippliesfor  ships  as  prescribed  by  the  bureau* s  author- 
ized  allowance  hooTcs.  It  shall  also  have  cognizance  of  all  thai  pertains 
to  (he  engineering  experiment  station." 

Article  10  add  a  new  paragraph  to  read  as  follows: 

"(7)  At  navy-^ards  and  naval  stations  having  a  pay  officer  or  general 
storekeeper,  the  coaling  plant  and  the  supply  and  issue  of  water,  together 
with  the  civilian  personnel  employed  in  connection  therewith,  slmU  be 
under  its  direction." 

7.  Changes  deemed  necessary  to  cause  the  provisions  of  the  subse- 
quent chapters  to  conform  to  the  duties  as  outlined  in  Chapter  I. 

Article  485,  strike  out  the  words  *' ordnance  officer,"  in  the  fifth 
line,  and  substitute  therefor  the  words  * 'inspector  of  ordnance." 

Article  522,  paragraph  2,  to  be  amended  to  read: 

"(2)  When  coal  is  to  be  purchased,  he  shall  see  that  the  require- 
ments for  weighing  or  measuring  it  are  carefully  observed.  {Art. 
1040,  par.  8.) 

"(a)  If  the  method  of  weighing  into  lighters  is  adopted,  he  shall  send 
an  officer  to  see  the  coaX  weighed  and  put  in,  who  shaU  record  the  amount 
and  give  a  written  certificate  thereof  to  the  commanding  officer  and  to 
{he  contractor  or  agent.  He  shall  see  that  his  record  of  the  total  amount 
agrees  with  (hat  of  {he  contractor  or  argent  before  the  coal  is  delivered 
ciongside  {he  ship. 

"(b)  Where  the  amount  is  to  be  determined  by  weighing  filled  baskets, 
hags,  etc.,  he  shall  not  allow  the  coaling  to  begin  until  agreement  has 
been  made  as  to  how  full  the  basJcets,  bags,  etc.,  are  to  be,  how  many  are 
to  he  weighed,  and  until  the  scales  to  be  used  have  been  adjusted  to  the 
satisfaction  of  both  parties.  If  a  dispute  shaU  arise  at  any  time  during 
{he  coaling  as  to  {he  correct  tally  or  aggregate  amount  received  up  to  that 
time,  {he  coaling  shaU  be  stopped  anu  the  matter  adjusted  before  proceed- 
ing. No  coaling  should  be  dime  unless  the  contractor  or  agent  Kas  men 
present  to  Jceep  tally,  or  has  expressed  his  willingness  to  accept  the  ship^s 


(c)  Where  the  coal  is  to  be  delivered  through  chutes  or  by  coal-handling 
machinery  the  method  of  determinina  the  amount  wiU  depend  upon  dr- 
eumstances  for  which  no  general  rules  can  be  laid  down,  but  care  must 
he  observed,  as  in  all  o{her  cases,  to  rruike  a^eement  previous  to  coaling 
concerning  {he  method  of  determining  weights  and  taltys." 
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Article  606  strike  out  paragraph  5. 

Pari^aph  6  to  be  renumbered  paragraph  5,  and  to  be  amended 
by  striking  out  the  words  *' equipment  and  construction  officers, 
respectively,"  and  for  the  omitted  words  substitute  the  words  '*gen- 
eral  storekeeper."    As  amended  the  paragraph  will  read: 

'^(5)  At  the  end  of  the  cruise  he  snail  turn  in  the  equipment  and 
the  construction  books  to  the  general  storekeeper  of  the  yard  where 
the  ship  is  put  out  of  cmnmiffli<m." 

Paraffrapn  7  to  be  renumbered  paragraph  6. 

Article  608  strike  out  paragraphs  1,2,  and  3. 

Paragraph  4  omit  the  number  '*4,"  and  omit  the  word  "equip- 
ment."   As  amended  the  article  will  read: 

Art.  608.  When  coal  is  received  on  board  a  sailing  ship  for  galley 
or  other  use,  an  account  shall  be  kept  of  its  expenditure  m  the  same 
manner  as  of  other  supplies." 

Article  866  to  be  amended  to  read: 

"He  shall  keep  an  account  of  the  expenditure  of  coal  for  various 
purposes,  and  shall  forward  the  coal  report  and  the  water  report  to 
the  Bureau  of  Supjjhes  and  Accounts  at  me  end  of  each  month  and  on 
going  out  of  corainission,  and  shall  forward  the  coal  efficiency  report 
to  the  Bureau  of  Steam  Engineering. 

Article  893,  para<2:raph  1,  line  2,  strike  out  the  words  ''senior  engi- 
neer officer"  and  for  the  omitted  words  substitute  ^'manager  and 
the  inspector  of  machinery." 

In  line  5  of  the  same  paragraph  strike  out  the  words  "senior 
engineer  officer"  and  for  the  omitted  words  substitute  the  words 
' '  inspector  of  machinery. " 

As  amended  the  paragraph  will  read: 

"(1)  whenever  a  ship  is  fitting  out  at  a  navy-yard,  and  her  ma- 
chinery is  reported  by  the  manager  and  inspector  of  machinery  of 
the  yard  (art.  1672)  to  be  complete  and  in  proper  order,  the  com- 
mandant shall,  as  soon  as  practicable  after  the  senior  engineer  officer 
of  the  ship  reports  for  duty,  direct  the  inspector  of  machinery  of  the 
yard,  in  conjunction  with  that  officer,  to  make  such  trial  of  the 
machinery,  with  the  ship  secured  to  the  dock,  as  will  enable  them  to 
ascertain  its  exact  condition." 

Paragraph  3  to  be  amended  to  read: 

"  (3)  The  inspector  of  machinery  of  the  yard  and  the  senior  engineer 
officer  of  the  ship  shall  then  make  a  joint  report  to  the  commandant, 
to  be  forwarded  to  the  Na\y  Department,  tnat  they  have  personally 
examined  the  machinery  of  the  ship  and  tested  it  by  working,  and 
that  it  is  in  all  respects  complete  according  to  its  design  and  in  proper 
order  for  a  cruise. 

Paragraph  4,  in  line  2,  strike  out  the  worcis  *' senior  engineer 
officer"ana  substitute  therefor  the  words  ^'inspector  of  machinery." 

Article  917,  in  paragraph  2,  lines  11  and  12,  strike  out  the  words 
*Miea(l  of  the  yard  department"  and  substitute  therefor  the  words 
"manager  and  inspectors." 

Strike  out  paragraph  3  (f)  and  substitute  therefor: 

•'  (f)  Requests  for  work  on  a  ship  at  a  navy-yard,  in  commission,  shaU 
he  sent  by  the  commanding  officet  to  the  commandant  through  the  manager 
and  inspectors,  who  will  at  once  separate  the  items  under  'ordinary 
repairs^  and  ^chanjes  and  alterations,*  Should  the  inspector  note  any 
item  of  repairs  which  should  not  be  made^  or  of  which  the  results  desirea 
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eould  he  better  aecampKehed  hy  some  alieratian,  he  wiU  send  this  or  other 
gertineni  commerU  to  the  mamger.  The  manager,  in  consultation  with 
Ike  inspectors,  mU  prepare  his  estimates  of  time  and  cost  for  the  repairs 
rtquesUd,  and  transmit  them  via  the  inspector  concerned  to  the  com- 
mandant. A  separate  letter  eoverinff  the  ^changes  and  additions^  wiU 
he  prmojred  &y  ^  rMVMfler  after  consuUaUon  with  the  inspector  con^ 
cerneaand  wM  he  smtmUed  with  estim^ites  of  time,  cost,  recommenda- 
Hans,  and  necessary  plans  to  the  commandant,  via  the  inspector,'* 

Article  920,  in  paragraph  2  strike  out  the  words  ''heads  of  depart- 
ments" in  the  fourth  line  and  substitute  therefor  the  words  'the 
manufacturing  department/'  In  the  last  line  omit  all  after  the 
word  ''and"  and  for  the  omitted  words  substitute  the  words  "in  the 
office  of  the  manufacturing  department." 

Am  amended,  the  paragraph  reads: 

''  (2)  The  bureaus  shall  keej>  in  their  files  accurate  drawings  of 
every  ship  in  the  navy,  covering  all  parts  under  the  bureau's  cog- 
nizance. Copies  of  the  drawings  of  iron  and  steel  ships  shall  also  be 
kept  in  the  offices  of  the  mamffacturing  department  at  all  working 
vards,  and  every  change  made  in  the  ships  shall  be  filed  at  the 
oureau  and  in  the  office  of  the  manufacturina  department.'' 

Article  923,  paragraph  1,  after  the  word  'departments"  in  the  first 
line,  insert  the  words  'and  inspectors." 

Article  924,  paragraph  I,  strike  out  the  words  "by  the  head  of  the 
department  having  cognizance  thereof"  in  the  third  line. 

l^aragraph  2,  strike  out  the  words  ''other  departments  concerned" 
in  line  3  and  substitute  therefor  the  words  "the  manager  and 
inmector." 

la  line  6  strike  out  the  words  "head  of  department"  and  substi- 
tute therefor  the  word  "inspector." 

In  line  7  strike  out  the  words  "heads  of  other  departments  con- 
cerned" and  substitute  therefor  the  words  "other  inspectors  con- 
cemea." 

In  the  sixth  line  from  the  bottom  of  the  paragraph,  after  the  word 
"department,"  insert  the  words  "or  inspector. 

As  amended  the  paragraph  will  read: 

"  (2)  The  head  of  department  to  whom  such  papers  are  referred 
shall  forward  them  to  the  commandant,  by  indorsement  through 
the  manager  and  inspector,  sending  them  by  special  messenger,  if 
nece^ssary,  to  avoid  delay.  If  the  work  is  of  a  character  that  requires 
considerable  investigation  or  consultation,  a  memorandum  shall  be 
sent  immediately  by  the  inspector  receiving  the  papers  to  the  otlicr 
inspectors  concerned,  in  order  that  the  latter  may,  if  practicable,  be 
prepared  to  take  action  on  the  matters  involved  as  soon  as  the  papers 
are  received,  and  also  that  any  necessary  concurrent  action  may 
be  had  without  delay.  Proc/Cdure  similar  to  the  foregoing  shall  I>e 
followed  in  the  case  of  reports  originating  with  the  head  of  any  yard 
department  or  inspector.  Upon  receipt  of  all  the  necessary  infor 
mation  and  estimates  the  commandant  shall  forward  the  papers  to 
the  bureau  having  primary  cognizance  over  the  special  matter  con- 
sidered in  the  report;  but  if  they  concern  ships  in  commission  they 
shall  be  forwarded  tnrough  the  ^Bureau  of  Navigation." 

Article  1040.  insert  the  following  para^^rraph: 

"Par.  8.  When  arrangeimmis  are  oe^lvg  made  for  the  pvrchase  and 
delivery  of  coal  on  hoard,  he  shaU  enter  into  wriitai  agreement  with  the 
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contractors  or  agerUSf  before  coal  is  tnirchased  or  delivered,  specifying 
the  eouui  manner  of  delivery  and  method  of  accountina  for  me  quarUity. 
This  agreement  shall  be  subject  to  the  approval  of  the  commanding 
officer. 

'^  (a)  Wh^re  the  weight  is  to  be  determined  by  measurement,  the  cubic 
feet  per  ton  shall  be  agreed  upon  by  both  parties  before  any  cod  is  placed 
on  board.^* 

Article  1152,  in  line  2  strike  out  the  words  ''head  of  the  depart- 
ment to  which  it  pertains''  and  substitute  therefor  the  words  ''the 
inspector  concerned." 

Article  1154,  in  paragraph  3  strike  out  the  word  "equipment" 
and  substitute  therefor  tne  words  "for  ships.'' 

As  amended  the  para^aph  will  read: 

"(3)  The  appropriations  for  provisions  and  for  coal  for  ships. 
being  for  specific  purposes,  niay  not  be  used  for  any  other  objects.' 

Article  1155,  paragraph  1,  strike  out  the  words  "in  the  department 
for  whose  use  tney  were  intended  when"  in  lines  4  and  5  and  sub- 
stitute therefor  the  words  "imder  the  appropriation  from  which." 

As  amended,  the  first  sentence  in  paragraph  1  will  read  as  follows: 

"All  supplies  purchased  during  a  current  fiscal  year,  not  under 
the  naval  supply  fund,  shall,  at  navy-yards  and  stations,  be  kept 
separate  from  other  supplies,  and  be  held  by  the  general  storekeeper 
for  consumption  under  the  appropriation  from  which  purchased." 

In  the  same  paragraph  strike  out  the  words  "of  heads  of  depart- 
ments" in  the  eleventh  and  twelfth  lines. 

As  amended,  this  part  of  the  paragraph  will  read: 

"AU  such  supplies  remaining  on  hand  at  the  close  of  any  year 
shall  thereafter  oe  subject  to  requisitions  without  regard  to  the 
bureau  for  which  they  were  purchased." 

Article  1156,  in  Une  2,  after  the  word  "departments,"  insert  the 
words  "and  inspectors." 

As  amended,  the  article  will  read: 

"Akt.  1156.  General  storekeepers  shall  afford  every  facifity  to 
heads  of  departments  and  inspectors  for  obtaining  information  and 
examining  suppUes  on  hand." 

Article  1157,  in  paragraph  6  strike  out  the  word  "Three"  in  the 
first  line  and  substitute  therefor  the  word  "Four." 

In  Une  4  strike  out  the  words  "the  head  of  the  yard  department" 
and  substitute  therefor  the  words  "the  manager  and  inspector." 

As  amended,  the  paragraph  will  read: 

"  (6)  Four  copies  of  the  outfit  and  allowance  list  imder  each  bureau 
shall  be  furnished  by  the  Paymaster-General  to  the  navy-yard  where 
the  ship  is  to  be  fitted  out  for  the  general  storekeeper,  me  manager 
and  inspector  conceme<L  and  the  head  of  the  ship  department  con- 
cerned, respectively.  The  general  storekeeper  upon  receiving  an 
outfit  and  allowance  list  shful  check  up  in  it  all  articles  that  are  in 
store  and  assemble  them  for  issue  for  the  purpose." 

In  paragraph  7  strike  out  the  words  "recommended  by  the  head  of 
the  department  having  cognizance  thereof  upon  authority  of"  and 
substitute  therefor  the  words  "authorized  by." 

In  line  6  strike  out  the  words  "heads  of  departments  are"  and  sub- 
stitute therefor  the  words  "the  manager  is.'^ 

In  line  11  strike  out  the  words- heads  of  departments"  and  sub- 
stitute therefor  the  words  "the  manager." 
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In  lines  16  and  17  strike  out  the  words  ''heads  of  departments" 
and  substitute  therefor  the  words  ''the  manager." 

In  lines  19  and  20  strike  out  the  words  "head  of  the  department 
in"  and  substitute  therefor  the  words  "manager  at  the  yard  at." 

As  amended,  the  paragraph  will  read: 

"(7)  The  commandant  shall  notify  the  general  storekeeper  of  the 
probable  date  of  completion  of  articles  indicated  by  the  bureaus  as 
to  be  manufactured,  and  of  those  for  which  repairs  or  alterations 
have  been  mUhorized  by  the  corresponding  bureau;  but  the  manager  is 
chared  with  the  preparation  of  the  articles,  and  shall  make  timelv 
requisitions  on  the  general  storekeeper  for  the  necessary  material. 
As  soon  as  such  articles  are  completed  they  shall  be  delivered  and 
invoiced  to  the  eeneral  storekeeper,  excepting  very  heavy  or  bulky 
articles,  which  snail  remain  in  charge  of  the  manager  as  unfinished 
work  under  Title  Z  until  the  ship  is  ready  to  receive  them,  when  they 
shall  be  invoiced  to  the  general  storekeeper  (Title  Z  to  Title  X), 
who  shal  in  turn  invoice  them  under  the  proper  titles  to  the  heads 
of  departments  attached  to  the  ship.  In  order  that  the  general  store- 
keeper's records  may  be  perfected,  the  m/inager  shall  notify  him  in 
writing  immediately  upon  the  completion  of  such  articles.  When 
the  repairs,  alterations,  or  manufacturing  are  done  at  another  yard, 
^  manager  at  the  yard  at  which  the  work  is  performed  shall  furnish 
this  information  to  the  general  storekeeper  at  the  yard  where  the 
supplies  are  being  assembled." 

In  paragraph  10  strike  out  the  words  "several  departments  under 
whose  heads  the  work  shall  be  done"  in  lines  7  and  8,  and  substitute 
therefor  the  words  "manufacturing  department;"  in  line  10  strike 
out  the  words  "yard  heads  of  departments  concerned"  and  substitute 
therefor  the  word  "manager." 

As  amended,  the  paragraph  will  read: 

"(10)  Supplies  shall  be  put  on  board  ships  by  the  general  store- 
keeper's force;  if  it  is  inadequate  and  the  vessels  are  in  commission 
the  commandant  shall  direct  that  assistance  be  given  by  the  crews  of 
the  vessels  concerned.  For  a  ship  not  in  commission,  when  the 
general  storekeeper's  force  is  inadequate,  the  necessary  labor  to  place 
the  outfit  and  supplies  on  board  shall  be  furnished  by  the  manufac- 
turing department.  Articles  put  on  board  ship  before  the  arrival  of 
the  officers  to  be  charged  with  their  care  shall  be  delivered,  when 
directed  by  the  commandant,  to  the  managerj  who  shall  give  the 
general  storekeeper  receipted  store  invoices  therefor,  and  be  respon- 
sible for  their  safe  custody;  but  aU  these  articles  shall  be  embraced 
in  the  summary  of  store  invoices  furnished  the  ship's  officers." 

Article  1158,  in  para^aph  2,  strike  out  the  words  "department 
concerned"  and  substitute  therefor  the  words  " manutacturing 
department." 

Article  1172,  in  paragraph  2  (d)  strike  out  the  words  "head  of  the 
yard  department,  preparing  the  requisition"  in  the  fourth  line  and 
substitute  therefor  the  words  "officer  concerned." 

In  parajgraph  2  (g)  strike  out  the  words  "head  of  the  department" 
in  the  eighth  line  and  substitute  therefor  the  word  "officer." 

In  paragraph  5  strike  out  the  words  "prepared  by  a  yard  depart- 
ment in  lines  1  and  2;  in  Une  3  strike  out  the  words  "head  of  the 
department"  and  substitute  therefor  the  word  "officer;"  in  line  8 
21306—10 1 
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strike  out  the  words  ''head  of  department"  and  substitute  therefor 
the  words  "officer  concerned/' 

As  amended  the  paragraph  will  read: 

'^5)  Upon  the  return  of  a  requisition  showing  definite  action 
thereon,  the  general  storekeeper  shall  notify,  without  delay,  the 
officer  concerned  of  the  action  taken;  and  upon  the  receipt  of  a  notice 
from  a  purchasing  pay  officer  of  the  Bureau  of  Supplies  and  Accounts 
that  an  order  for  tne  deUvery  of  articles  on  such  requisition  has  been 
placed  or  a  written  contract  entered  into  the  general  storekeq>er 
shall  notify  the  officer  concerned  of  the  name  of  the  contractor  and  the 
date  that  delivery  is  due." 

Article  1175,  paragraph  1  to  be  amended  to  read: 

''(1)  The  inspection  of  all  ordinary  ariides  shaU,  as  a  rvle^  he  made 
hy  an  officer  directly  attached  to  the  manufacturing  department,  hut  any 
special  articles  or  appliances  shall  he  inspected  iy  such  officers  as  tM 
commandant  may  direct,  and  calls  for  inspection  shall  he  forwarded  hy 
the  general  storekeeper  accordinaly. 

Paragraph  2  to  be  amended  by  inserting  the  words  ''and  inspect- 
ors" after  the  word  "departments"  in  line  1. 

Paragraph  3,  lines  1,  2,  3,  and  4,  to  be  amended  to  read: 

"The  manager  or  inspector,  as  the  case  may  be,  shall  be  respon- 
sible for  the  mspection  of  supplies  submitted  under  paragrapn  1. 
In  the  discharge  of  this  duty  he  may  request  the  detail  of  such 
persons  as  maj^  be  deemed  best  qualified  for  the  work." 

In  line  8  strike  out  the  word  "inspector"  and  substitute  tharefor 
the  words  "inspecting  officers." 

As  amended,  the  para^aph  will  read: 

^  "(3)  The  manager  or  %n>spector,  as  the  case  may  he,  shall  he  respon- 
sible for  the  inspection  of  supplies  svhmitted  v/mer  paragraph  L  In 
the  discharge  of  this  duty  he  may  request  the  detail  of  such  persons  as 
may  he  deemed  hest  quati/ied  for  the  wori.  At  all  inspections  a  rep- 
resentative of  the  general  storekeeper  shall  be  present  to  give  any 
pertinent  information  that  may  be  desired,  and  it  shall  be  tlie  duty 
of  the  general  storekeej^er,  or  his  representative,  to  brin^  to  the 
attention  of  the  inspecting  officers  any  facts  that  may  aid  in  the 
protection  of  the  public  interests." 

Article  1176,  in  paragraph  1,  strike  out  the  words  "by  the  heads  of 
yard  departments"  in  lines  1  and  2;  and  strike  out  the  words  "head 
of  the  department  or  his"  in  Unes  9  and  10. 

Article  1179,  in  paragraph  1,  strike  out  the  words  "and  approved 
by  the  heads  of  the  departments  to  which  they  pertain"  in  lines  2 
and  3. 

As  amended,  the  paragraph  will  read : 

"(1)  Articles  manufactured  in  the  various  navy-yards  shall  not  be 
required  to  pass  other  inspection,  but  shall  be  received  into  store 
by  the  general  storekeepers  after  the  invoices  therefor  have  been 
verified. 

Paragraph  2  to  be  omitted. 

The  paragraph  to  be  omitted  reads  as  follows: 

"(2)  The  heads  of  yard  departments  shall  keep  such  records  as 
will  enable  them  quicidy  to  supply  accurate  information  regarding 
all  inspections  made  by  them. 

Article  1180,  in  paragraph  2,  strike  out  the  words  "heads  of  depart- 
ments" and  substitute  therefor  the  words  "inspecting  officers." 
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Article  1205,  in  paragraph  3,  strike  out  the  words  "respective  heads 
of  yard  departments  having  cognizance  of  the  stores"  in  lines  3  and 
4  and  substitute  therefor  the  words  "general  storekeeper." 

Article  1209,  in  paragraph  2,  strike  out  the  words  "by  the  head  of 
the  yard  department  having  cognizance  of  the  supplies  wanted  and 
approved." 

As  amended,  the  paragraph  will  read: 

"  (2)  Yard  tugs  and  other  yard  craft  shall  be  furnished  supplies  in 
store  under  stub  requisitions  signed  by  the  captain  of  the  yara." 

Article  1213,  in  paragraph  1,  strike  out  the  word  "equipment"  and 
substitute  therefor  the  words  "senior  engineer." 

As  amended,  the  paragraph  will  read : 

"  (1)  Requisitions  for  water  used  on  board  ships  for  any  purpose 
shall  be  made  by  the  senior  engineer  officer  of  the  snip." 

Paragraph  3,  in  line  1.  strike  out  the  word  "equipment"  and  sub- 
stitute therefor  the  words  "senior  engineer;"  in  ane  2,  strike  out  the 
word  "equipment"  and  substitute  therefor  the  words  "steam  engi- 
neering;" in  line  4,  strike  out  the  word  "Equipment"  and  substitute 
therefor  the  words  "Supplies  and  Accounts." 

As  amended,  the  paragraph  will  read: 

"  (3)  The  senior  engineer  officer  of  the  ship  shall  take  up  invoices  of 
water  in  the  steam  engineering  books  and  expend  to  other  depart- 
ments as  required.  He  shall  forward  monthly,  on  the  prescribed 
form,  to  the  Bureau  of  Supplies  and  Accounts,  a  statement  of  water 
received  and  expended." 

Article  1254,  paragraph  2,  strike  out  the  words  "heads  of  yard 
departments,"  in  line  3,  and  substitute  therefor  the  words  "manager 
and  inspectors." 

In  paragraph  3,  strike  out  the  words  "five  hundred"  and  substi- 
tute tnerefor  the  words  "one  thousand." 

In  paragraph  4)  strike  out  the  words  "five  hundred"  and  substi- 
tute tnerefor  the  words  "one  thousand." 

Article  1255,  in  paragraph  1,  strike  out  the  words  "head  of  the 
department,"  in  line  4,  and  substitute  therefor  the  word  "manager." 

Article  1256,  strike  out  the  words  "head  of  the  department  con- 
cerned" and  substitute  therefor  the  word  "manager." 

Article  1257,  in  paragraph  2,  strike  out  the  words  "transmitted  to 
the  general  storekeeper"  and  substitute  therefor  the  word  "  prepared." 

Ai  amended,  the  paragraph  will  read: 

"(2)  Promptly  upon  the  receipt  of  such  orders,  requisitions  for 
all  materials  needed  to  be  purchased  for  the  work  shall  be  prepared. 
The  commandant  shall  expedite  the  preparation  of  requisitions  by 
the  officers  whose  duty  it  is  to  make  them,  and  their  issue  by  the 
general  storekeeper." 

Article  1262,  in  paragraph  1,  (b),  strike  out  the  words  "a  com- 
missioned officer  to  serve  until  properly  relieved  from  each  of  the 
departments  of  ordnance,  equipment,  construction  and  repair, 
steam  engineering,  and  yards  and  docks,"  and  substitute  therefor 
the  words  "a  sufficient  number  of  commissioned  officers  to  serve 
until  properly  relieved." 

As  amended,  the  paragraph  will  read: 

"  (b)  On  board  a  ship  at  a  navy-yard  or  station  for  articles  in  the 
custody  of  a  general  storekeeper,  and  for  all  other  material  of  any 
description  at  a  navy-yard  or  station,  the  commandant  shall  detail  a 
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sufficient  number  of  commissicmed  officers  to  serve  uniU  properly  relieved; 
and  for  each  survey  requested  one  of  these  officers  shall  serve.  As  a 
general  rule,  these  officers  shaU  survey  articles  coming  under  the 
cognizance  of  the  departments  to  which  they  belong." 

raragraph  1  (c)  to  be  omitted. 

Article  1263,  in  paragraph  2,  strike  out  the  words  "head  of  the 
yard  department  concerned,"  in  line  8,  and  substitute  therefor  the 
word  "manager." 

Article  1268,  in  paragraph  1,  strike  out  the  words  'J yard  depart- 
ment having  cogmzance  "  in  the  last  line,  and  substitute  therefor 
the  words  "manager  or  the  inspector  concerned." 

Article  1269,  in  paragraph  1,  strike  out  the  words  "head  of  yard 
department  concerned,    and  substitute  therefor  the  word  "manager," 

Article  1272,  in  paragraph  3,  strike  out  the  words  "head  of  depart- 
ment of  yards  and  docks,"  and  substitute  the  words  "inspector  of 
pubhc  works." 

Article  1273,  strike  out  the  words  "in  anv  department  of,"  in  lines 
2  and  3  and  substitute  therefor  the  word  at,  in  line  4  strike  out 
the  words  "head  of  department  concerned,"  and  substitute  therefor 
the  word  "manager." 

Article  1276,  strike  out  the  words  "a  head  of  a  yard  department" 
in  line  2  and  substitute  therefor  the  words  "the  command!^ant." 

Article  1326,  in  paragraph  2.  strike  out  the  words  "by  the  heads 
of  the  several  departments    in  lines  4  and  6. 

As  amended,  tne  paragraph  will  read: 

"An  estimate  of  runds  required  for  the  payment  of  the  rolls  of  each 
department,  showing  the  amounts  to  be  reauired  under  the  different 
appropriations  for  the  ensuing  month,  shall  oe  forwarded  on  or  before 
the  3a  of  each  month  to  the  bureau  having  cognizance  of  such  appro- 
priations." 

Article  1507,  paragraph  1,  strike  out  the  remainder  of  the  para- 
graph after  the  word  "commandant,"  in  the  second  and  third  unes. 
and  for  the  omitted  words  substitute  the.  words  "shall  be  addressea 
to  him,  except  as  provided  in  paragraphs  2  and  7  of  this  article, 
and  shall  be  acted  upon  by  endorsement  or  otherwise,  as  he  shall 
direct.  Such  letters  as  require  it  shall  be  forwarded  to  the  yard 
departments  and  inspectors  concerned  in  the  order  indicated  by  the 
commandant,  who  snail  also  fix  the  office  in  which  the  correspond- 
ence shall  be  finalljr  lodged.  In  case  a- letter  which  is  referred  to 
one  or  more  officers  is  found  to  concern  another  office,  it  shall  be  the 
duty  of  the  head  of  the  office  to  which  it  is  referred  to  bring  it  offi- 
cially to  the  attention  of  such  other  office." 

As  amended,  the  para^aph  will  read: 

"(1)  All  communications  from  the  department,  or  its  bureaus, 
relating  to  matters  under  the  cognizance  of  a  commandant  shdU  he 
addressed  to  Mm,  except  as  provided  in  para^apJis  2  and  7  of  this  article , 
and  sThoJl  be  acted  upon  by  endorsem£rU  or  otherwise^  cw  lie  shall  direct. 
Such  letters  as  require  it  shaU  be  forwarded  to  the  yard  departments  and 
inspectors  concerned  in  the  order  indicated  by  the  commxmdant,  who 
shall  also  fix  the  oflice  in  which  the  correspondence  shaU  beJinaUy  lodged. 
In  ca^e  a  tetter  which  is  referred  to  one  or  more  officers  is  found  to  concern 
another  office,  it  shall  be  the  duty  of  the  head  of  the  office  to  which  it  is 
referred  to  bring  it  officially  to  tKe  attention  of  such  other  office." 
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(2)  After  the  word  '^  departments/'  in  the  second  line,  insert  the 
words  "or  inspectors." 

After  the  word  "him/'  in  Une  5,  insert  the  words  "In  cases  where 
the  work  or  articles  \mder  the  co^zance  of  bureaus,  other  than  the 
one  from  which  the  communication  emanates,  are  concerned,  a  du- 
plicate of  the  letter  shall  be  sent  direct  to  the  inspector  concerned." 

In  the  seventh  line  strike  out  the  words  "indorse  and." 

In  the  eighth  line,  after  the  word  "department,"  insert  the  words 
"or  inspectors." 

As  amended,  the  paragraph  will  read: 

*'(2)  Purely  formal  and  perfunctory  letters  emanating  from  or  in- 
tended for  bureaus  or  yard  departments  or  inspectors^  also  letters  of 
a  purely  technical  character,  which  require  no  consideration  or  action 
by  the  commandant,  shall  be  addressed  to  the  official  concerned  and 
sent  direct  to  him.  In  cases  where  the  work  or  articles  under  the  cog- 
nisance of  hureauSf  other  than  the  one  from  which  the  communication 
emanates,  are  concerned,  a  duplicate  of  the  letter  shaU  be  sent  direct  to 
the  inspector  concerned.  All  other  letters  concerning  yard  depart- 
ments shall  be  addressed  to  the  commandant,  who  shall,  in  case  he 
does  not  himself  decide  upon  the  matter,  forward  them  to  the  official 
concerned.  Heads  of  yard  departments  or  inspectors  may,  however, 
appeal  to  the  Navy  Department  from  a  decision  of  the  commandant." 

(6)  Strike  out  tne  words  "by  the  bureau's  representative." 

(7)  Strike  out  the  words  "their  representatives"  and  substitute 
therefor  the  words  "heads  of  departments  and  inspectors." 

As  amended,  the  paragraph  will  read: 

"(7)  The  bureaus  may  communicate  direct  with  heads  of  depart- 
ments and  inspectors  at  a  navy-vard  on  matters  duly  authorized  and 
of  which  the  conunandant  has  knowledge." 

(8)  After  the  word  "department,"  m  the  third  line,  insert  the 
words  "or  inspectors." 

(11)  Strike  out  the  words  "head  of  the  yard  department  con- 
cemed,"  in  line  3,  and  substitute  therefor  the  word  "manager." 

Article  1522,  parsCTaph  5,  strike  out  the  word  "Equipment"  and 
substitute  therefor  the  words  "Supplies  and  Accounts." 

As  amended,  the  paragraph  will  read: 

"  (5)  The  above  rules  shall  not  apply  to  coal  notices  issued  by  the 
Bureau  of  Supplies  and  Accounts,  nor  to  notices  to  mariners,  pilot 
or  other  charts,  or  sailing  directions,  which  shall  be  issued  by  the 
Hydrographic  Office." 

Article  1547,  add  the  following  paragraphs: 

"(10)  He  shaU  cdU  the  attention  of  the  bureau  concerned  to^such  of 
its  instructions  with  regard  to  the  manner  of  inspection  of  its  ^material 
or  that  of  caring  for  special  stores  under  its  cognizance,  as  are  considered 
imwxLcticahle,  with  a  view  to  a  modification  of  the  same. 

"(11)  The  care  and  management  of  coaling  plants  shall  become  the 
responfibility  of  the  nearest  commandant.^* 

Article  1566,  paragraph  5,  after  the  word  "shall,"  in  the  first  line, 
insert  the  words  "have  charge  of  and." 

As  amended,  the  paragraph  will  read: 

"(5)  He  shall  have  charge  of  and  inspect  daily  the  condition  of  the 
engines  and  all  apparatus  for  subduing  fires,  informing  the  comman- 
dant at  once  of  any  deficiencies;  ana  shall  at  least  once  a  month 
report  in  writing  their  actual  condition." 
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Article  1569,  para^aph  1,  strike  out  the  word  '^bureaus/'  in  the 
third  line,  and  substitute  therefor  the  word  '^departments." 

Paragraphs  2  and  3  to  be  omitted. 

Paragraphs  4,  5,  and  6  to  be  renumbered  2,  3,  aad  4. 

Paragraphs  7  and  8  to  be  renumbered  5  and  6. 

Paragraph  6  (new  number),  after  the  word  ''him,"  in  the  fourth 
line,  insert  the  words  "or  an  officer  desdraated  by  the  commandant." 

In  line  6  strike  out  the  word  "board"  and  substitute  the  words 
"general  storekeeper." 

As  amended,  the  paragraph  will  read: 

"  (6)  Upon  the  receipt  of  official  notification  that  articles  intended 
for  his  department  are  ready  for  inspection,  the  head  of  departmeot 
concerned,  or  some  person  authorized  to  represent  him,  or  an  officer 
designated  by  ike  eommandanty  shall  go  without  delay  to  the  general 
storekeeper's  office,  or  storehouse,  and  make  the  required  inspection. 
A  definite  report  shall  be  sent  to  the  office  of  the  general  sioreJceeper 
the  same  day,  if  practicable,  and  not  later  than  the  following  day." 

Paragraph  9  to  be  renumbered  7,  and  after  the  word  "depart- 
ments" insert  the  words  "and  inspectors." 

As  amended,  the  paragraph  will  read: 

"  (7)  Heads  of  departments  and  inspectors  shall  make  to  the  com- 
mandant such  suggestions  in  the  line  of  their  profession  as  they  con- 
sider for  the  interest  of  the  service." 

Article  1570,  paragraph  1,  strike  out  after  the  word  "departments," 
in  the  second  Ime,  the  words  "of  eouipment,  ordnance,  steam  engi- 
neering, and  supplies  and  accounts. 

In  lines  3  and  4  (top  of  page  403)  strike  out  the  words  "  head  of  de- 
partment of  construction  and  repw"  and  substitute  therefor  the 
words  "the  manager.'' 

As  amended,  the  para^aph  will  re*d: 

"  (1)  At  navy-yards  wnere  vessels  are  being  built  or  fitted  out  for 
first  commission,  the  heads  of  the  departments  shall  furnish  the 
commandant  of  the  vard,  as  soon  as  practicable  after  the  first  of  each 
month,  with  a  list  or  the  actual  finished  weights  of  all  articles,  includ- 
ing machinery  and  apurtenances  thereto,  battery  or  anmiunition, 
spare  machinery,  tools,  outfit,  stores,  or  other  articles  of  any  kind 
under  the  cognizance  of  their  respective  bureaus,  that  have  been 
placed  during  the  preceding  month  on  board  each  vessel  under  con- 
struction, with  the  total  amount  of  such  weight  up  to  date.  Copies 
of  the  above  reports  shall  be  furnished  the  manager j  and  he  shall  pre- 
pare from  them  a  general  monthly  report  giving  the  total  amount  of 
weight  placed  on  board  the  vessel  duiing  the  month  and  the  total 
amount  up  to  date." 

Chapter  XXXVII,  section  4,  strike  out  the  heading  "Engineer 
officers"  and  substitute  therefor  the  words  "Inspecting  officers. 

Article  1571,  strike  out  all  paragraphs  and  substitute  the  following: 

"(1)  Inspectors  are  assistants  to  me  commandarU  and  shaM  report 
to  Jiim  direct  in  all  questions  of  dispute  which  can  not  he  satisfaciorily 
adjusted  between  themselves  arid  the  head  of  the  manufacturing  depart" 
mentj  but  their  reports  and  consultations  on  the  cha;racter  of  work  and 
method  of  procedure  should  be  to  and  unth  ik£  manager, 

"  (2)  The  inspectors  shaU  be  considered ,  under  the  direction  of  the 
commandantj  as  a  connecting  link  between  the  bureaus  and  the  work 
being  done  under  the  cognizance  of  the  bureaus. 
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'  (3)  The  inspectors  shall  JiavefvU  authority  to  make  reports  concern- 
ing ihe  toarhmanship^nd  condition  of  material  in  connection  with  work 
under  ihe  cognizance  of  the  various  oureaus;  and  shall  report  whenever 
necessary  to  ihe  commandant  wiOt  resi^ci  to  ihe  g^eneral  method  of  per- 
forming  the  worJc  and  the  manner  ofcanngfor  special  material  and  appli- 
ances under  the  general  cognizance  of  the  bureaus. 

^*  (4)  Every  family  for  the  ii^spection  and  test  of  work  in  aU  stages 
shaU  hefunvisned  the  inspectors  oy  the  manager,  not  only  in  the  sh€^f 
Imt  in  ihe  drafting  rooms,  cUrks*  offices,  and  on  shipboard,  and  they  shaU 
iefumisiied  oy  the  manager  with  such  assistance  as  may  be  required. 

'*  (5)  ffi^  ^  progress  of  work  on  ships  or  elsewhere  it  is  not  being 
done  to  the  satisfaction  of  the  inspector  he  shaU  immediately  inform  the 
immediate  foreman  or  master  mechanic  in  charge  of  the  shop  or  work, 
siaiing  his  objections,  and  carry  the  matter  imrnediately  to  the  manager, 
if  necessary. 

**  (6)  It  shaU  be  ihe  duty  of  the  inspectors  to  keep  in  dose  touch  with 
the  work  and  tofuUy  inform  (hemseCves  of  what  is  going  on.  It  shall 
equally  be  the  duty  of  the  manager  of  the  manufachiring  department  to 
afford  to  inspectors  complete  access  to  aM  work  in  progress  and  to  aU 
plans  and  correspondence  relative  thereto. 

"(7)  The  inspectors  shaU  see  that  aU  material  and  machinery  is 
^properly  cared  for,  manufactured,  repaired,  or  installed.  They  wiU 
inspect  the  work  in  progress  on  board  snip  in  conjunction  with  the  ship 's 
inspecting  officer  concerned. 

"  (8)  Any  necessary  deviations  from  drawings  and  instructions  for 
work,  which  have  received  the  approval  of  the  bureau  concerned,  must  be 
reported  to  that  bureau,  either  mrough  or  by  the  inspector. 

"(9)  The  inspectors  shaU^  by  frequent  infections,  keep  themselves 
informed  concerning  the  condition  of  aU  machinery  and  property  on 
vessels  in  ordinary  and  make  the  reports  as  required  by  articles  1690  and 
1S91. 

"  (10)  Inspectors  and  managers  shaU  make  such  inspections  of  yard 
eraftasrimi  be  necessary  on  (he  request  of  the  captain  of  the  yard,  making 
report  thereupon  direct  to  him. 

''(11)  When  instruments  of  precision,  nautical  instruments,  tools, 
and  artides  of  special  character  are  ordered  shipped,  they  shaU  be  passed 
upon  by  the  inspector  concerned  before  shipment. 

"  (12)  The  inspectors  of  minor  repairs  on  board  ships  in  commission 
shdU  be  detailed  by  the  commanding  ojffker.  They  shall  be  governed  by 
the  rules  and  memods  prescribed  for  inspeetors  at  navy^ards,  whom 
^hey  shall  keep  informed  as  to  the  progress  and  condition  of  work. 

(IS)  Ship  work  of  an  urisatisfactory  character  shaU  be  immediately 
reported  to  the  inspector  at  ^  yam  ana  to  the  manager. 

"  (14)  Extensive  repairs  or  alterations  on  board  ships  in  commission 
shaU  be  inspected  in  such  manner  as  the  commandant  may  direct.'* 
Article  1572,  strike  otit  all  parftgraphe  and  substitute  the  following: 
"  1672.  The  inspector  of  machinery  shaU  cause  to  be  inspected  quar- 
terly aU  boilers  at  the  station  and  report  to  the  commandant  iheir  condition 
(ma  Ae  steam  pressure  to  which  they  may  be  safely  subjected,  and  he 
shaU  make  at  aU  times  such  suggestions  as  in  his  opinion  wiU  add  to 
their  safety  and  efficiency.  When  changes  and  repairs  to  the  boilers  are 
recommended  bynim,  the  commandant  shaU  forward  his  recommendor- 
tions  to  the  bureau,  having  cognizance.^* 
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Article  1573,  strike  out  and  substitute  the  following: 

"1573.  (/)  The  inspector  of  ordnance  shall  makejrequenJt  inspec- 
tions of  the  ordnance  articles  in  the  care  and  custody  ofe%Qier  the  manager 
or  general  storekeeper.  Should  he  deem  the  condition  of  any  article 
sum  OS  to  require  attention  or  overha/alin^,  he  shall  so  inform  the  manager 
or  the  general  storeJceeper,  as  the  case  may  he. 

"  {2)  He  shall  exercise  more  than  visual  care  as  to  the  condition  of 
sights,  mounts,  guns,  torpedoes,  and  instruments  of  precision;  ana 
shaU  insvect  and  pass  upon  aU  that  are  ordered  for  shipment  after  sdec- 
tionby  the  Bureau  of  Ordnance,  certifying  to  the  general  storekeeper  in 
writinfi  that  they  areJUfor  issued' 

Article  1574,  striKe  out  and  substitute  the  following: 

"  1574.  (1)  The  inspector  of  public  works  shall,  in  consultation  with 
ihe  maruiger  and  the  inspector  concerned,  prepare  the  details  of  design  and 
the  specijications  of  aU  public  works. 

"  (g)  Should  the  Navy  Department  decide  ihat  a/ny  civU  engineering 
work  shall  be  done  by  contract,  either  wholly  or  in  part,  the  inspector  in 
puMic  works  shaU  superintend  the  work,  make  estimates,  cw  the  work 
progresses,  of  (he  proportion  completed,  and  certify  and  sign  all  bills,  if 
the  work  is  done  m  a^ordance  with  the  terms  of  the  coTitractJ^ 

Section  1,  strike  out  the  heading  ''Naval  Constructor''  and  sub- 
stitute therefor  the  words  "The  Manager." 

Add  a  new  article^  as  follows: 

"Abt.  1578.  (/)   The  manager  of  t7iemanufa4iuriiMdepartr^^ 
he  ffie  naval  constructor  at  the  navy-^ard,  arid  he  shaualso  have  general 
superintendence  and  charge  of  the  construction  and  repair  of  all  ships. 

"  (£)  AU  shops,  foundries,  power,  light,  and  heating  plants,  drafting 
roomys,  and  general  yard  appliances,  necessary  in  the  process  of  manu- 
facturing, and  construction  and  repair  of  ships  shaU  be  under  his  control. 

"  (3)  He  shdU  control  aU  labor  in  the  navy-yard,  exce^  that  of  the 

medical  department,  of  the  general  storekeeper,  and  of  the  Provision  and 

Clothing  Depot     He  shall  execute  the  orders  of  ihe  commandant  regarding 

all  original  work  or  repairs,  and  such  instructions  as  may  be  recdvea 

from  the  several  bureaus  concemiiw  the  work  under  their  cognizaTice, 

"  (Jf)  He  shall'  have  charge  of  aU  cars,  cranes,  locomotives,  and  general 
yard  appliances  and  be  responsible  for  the  efficient  working  of  the  same. 

"  (5)  He  shall  not  commence  original  work  for  bureaus,  otJier  than 
the  Burexm  of  Construction  and  Repair,  without  consultation  and  agree- 
ment with  the  inspector  concerned,  unless  such  work  is  specifically 
ordered  by  a  bureau  or  by  the  commandant. 

"  (6)  He  shaU  institute  ons  pay  roUfor  all  navy-yard  workmen  under 
his  supervision  and  ihat  of  the  inspectors, 

"(7)  He  shaU  inform  inspecting  officers  when  work  on  job  orders, 
involving  work  done  for  bureaus  other  than  the  Bureau  of  Construction 
and  Repair,  is  begun. 

"  (8)  He  shaU  stop  the  progress  of  the  work  on  the  demand  of  an 
inspector  when  not  satisfactory  to  the  latter  untU  the  question  is  settled, 
eiUier  by  mutual  agreement  or  by  orders  of  the  commandant. 

"  {9)  He  shaU  supply  to  the  inspectors,  upon  request,  draftsman  or 
lahorers  whenever  necessary,  charging  cost  of  same  against  the  appropri- 
ation of  the  bureau  concerned. 

"  (10)  He  shall  supply  to  the  captain  of  the  yard,  whenever  required, 
such  labor  as  may  be  necessary  to  enahte  him  to  carry  out  his  police 
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duties  or  for  cleaning  the  yard,  and  such  labor  shall  he  chargeable  to  the 
appropriations  of  the  Bureau  of  Yards  and  Docks. 

*^(lt)  He  shaU  direct  the  inspections  of  ordinary  supplies.'* 

Old  article  1578,  to  be  renumbered  1579,  and  strike  out  the  first 
sentence  reading:  ''The  naval  constructor  at  a  navy-^ard  shall  have 
general  superintendence  and  charge  of  the  construction  and  repairs 
of  eH  ships." 

As  amended,  paragraph  1  will  read: 

''  (1)  He  shall  conform  to  the  instructions  he  maj  receive  from  the 
commandant  for  such  construction  and  repair,  bemg  furnished  with 
copies  of  orders  and  contracts  relating  thereto.  If  in  the  course  of 
the  repair  of  any  vessel  defects  are  discovered  that  were  not  pre- 
viously known,  which  will  be  likely  to  increase  the  expense  or  delay 
the  work,  he  snail  immediately  report  the  same  to  the  commandant 
for  further  instructions,  suggesting  such  modifications  as  may 
diminish  the  expense  or  increase  the  utility  of  the  work." 

Article  1579  to  be  renumbered  1580. 

Section  8,  strike  out  the  entire  section. 

Article  1590,  in  line  1,  after  the  word  ''departments,"  insert  the 
words  "and  inspectors." 

In Unes  4  and  5  strike  out  the  words  "remove  and  care  for  in  their 
storerooms"  and  substitute  therefor  the  words  "have  removed  and 
stored  on  shore." 

Make  a  separate  article  of  the  last  sentence. 

As  amended  the  article  will  read: 

"Art.  1590.  Heads  of  yard  departments  and  inspectors  shall  be 
chai^d  with  the  care  and  preservation  of  the  vessel,  and  of  all  prop- 
erty remaining  on  board,  under  the  cognizance  of  their  respective 
bureaus.  They  may,  on  the  written  approval  of  the  commandant, 
have  removed  and  stored  on  shore,  ready  for  prompt  return  to  the  ship, 
such  articles  in  whole  or  in  part  as,  m  their  judgment,  will  there  be 
best  safeguarded  against  loss  or  damage.  They  shall  take  the  neces- 
sary steps  to  protect  the  property  for  which  they  are  responsible  from 
deterioration  or  injury." 

Make  the  last  sentence  of  article  1590  a  new  article,  1591,  as  follows: 

"Art.  1591.  Each  shall  inspect  the  vessels  in  ordinary  semi- 
monthly (or  cause  one  of  his  assistants  to  do  so),  and  shall  report  to 
the  captain  of  the  yard,  on  the  15th  and  30th  of  the  month,  the 
result  of  such  inspection,  so  far  as  relates  to  his  department." 

Old  article  1591  to  be  renumbered  1592. 

Old  article  1592  to  be  renumbered  1593,  and  amended  by  striking 
out  the  words  "by  that  department"  and  substituting  therefor  the 
words  "from  funds  of  that  bureau." 

As  amended  the  article  will  read: 

"Akt.  1593.  When  a  ship  in  ordinary  is  moved  for  repairs,  the  '^ 
expense  of  the  labor  for  moving  shall  be  ^9^6.  from  funds  of  tnat  bureau 
which  requires  the  ship  to  be  moved. 

Old  article  1953  to  be  omitted. 

CHANGES  IN  GENERAL  ORDER  NO.  3. 

[Table  of  reports  and  retnins.] 

On  page  4,  strike  out  the  fifth  return  from  the  bottom  of  the  page. 
On  page  5,  strike  out  the  fifth  return  from  the  bottom  of  the  page. 
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On  page  7;  at  bottom  of  page,  insert: 


Monthly,  or  when  going  out  of  oommls- 

ston. 
When  ooeurring 


When  cool  is  nnsatlslBCtory  or  qMclal 
trial  is  ordered. 


.do. 


Bureau  of  Steam  En- 

gioeeiteg. 
....do 


Coal  report. 

Coal  efficiency. 
.....do 


1- equip. 
2-eqnip. 


On  page  11,  strike  out  the  fifth  return  from  top  of  page. 

On  page  11,  in  seventh  return  from  bottom  of  page,  strike  out 
"Equipment;"  substitute  '^Supplies  and  Accounts.*' 

On  page  11,  in  ninth  return  from  top  of  page,  strike  out  "Equip* 
ment;"  substitute  "Supplies  and  Accounts." 

On  page  17,  in  tenth  return  from  bottom  of  page,  strike  out  "Equip- 
ment,   substitute  "Supplies  and  Accounts." 

DIYISION  B. 

8.  Changes  recommended  in  Chapter  I  that  will,  in  the  board's 
opinion,  increase  the  efficiency  of  the  service  under  the  present  plan 
01  reorganization  and  consoUaation. 

Article  2,  add  the  following  paragraph: 

"  (3)  In  pursuance  of  the  provisions  of  the  statute  law  as  above  stated, 
the  Assistant  Secretary  of  the  Navy,  by  ddegaJtum  of  the  Secretary,  wiU 
determine  aU  matters  relating  to  the  naval  militia  of  the  severed  States; 
wiU  act  upon  dU  applications  for  the  gift  or  loan  of  public  proper^  under 
the  control  of  the  aepartmenty  or  for  the  services  of  ships  in  comanissi<m 
or  of  officers  or  men  of  the  Navy  or  Marine  Corps^  %n  connection  with  any 
statCj  municipal  or  private  solemnity  or  function;  wiU  pass  upon  ths 
propriety  ana  extent  of  repairs  to  ships,  and  determine  where  and  how 
they  shall  be  made;  wul  sign  aU  advertisements  issued  on  behaif  of  the 
department  and  determine  in  what  papers  they  shaU  be  pubUshed.  If 
practicable  y  he  shall,  at  least  once  in  each  year,  inspect  personally  everj/ 
jirst-rate  ship  in  commission  and  within  home  waters  on  the  AUantie 
coa^t  and  every  naval  station  wOhim  the  continental  limits  of  the  United 
States  and  not  on  the  Pacific  coast,  and  he  shaU  further  inspect  such  other 
vessels  in  commission  and  such  other  naval  stations  as  his  prescribed 
duties  and  the  demands  on  Ms  time  may  permit;  in  aU  such  cases,  he  shaU 
report  confidentially  to  the  Secretary  the  resuUs  of  his  said  inspection; 
such  reports  shall  not  be  in  writing,  unless  required  by  the  Secretary. 
He  shaU  acquaint  himself,  so  far  as  may  be  practicable,  with  the  merits 
and  qualifications  for  the  service  of  all  persons  applying  for  commissions 
in  the  Marine  Corps,  the  Pay  Corps,  or  any  other  branch  of  the  service  in 
which  appointments  are  made  from  dvil  life;  in  all  such  cases,  he  shall 
report  confidentially  and  orally  to  the  Secretary  a^  to  the  merits  of  ike  said 
candidates'^ 

Article  3,  paragraph  9.  to  be  omitted. 

The  omitted  paragrapn  is  as  follows: 

"Orders  relating  to  navy-vard  buaness  connected  with  a  bureau 
may  be  given  and  stated  to  be  'by  direction  of  the  Secretary  of  the 
Navy,'  bv  a  chief  of  bureau  to  the  commandants,  who  shall  be 
responsible  for  their  execution." 

Paragraphs  10,  11,  12,  and  13  to  be  renumbered  9,  10,  11,  and  12. 
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Add  the  following  para^aphs: 

''(13)  TJhepJ^msofaUlmilmngsandpiM^ 
of  the  Navy  DepartmejU  ^uxU  be  approved  in  every  case  by  the  bureau 
concerned;  and  their  hcaiion,  design,  and  internal  arrangemenU  mutu- 
ally agreed  upon  before  the  vxjtIc  is  commenced.  When  the  buildings  or 
other  public  works  are  completed,  th^  shall  be  so  reported  and  JinaUy 
ifumed  over  to  the  occupant^,  care,  ana  control  of  the  bureau  concerned. 

''  (14)  £!cz€%  bureau  shau  supervise  and  inspect  aU  work  done  for  it. 

"(15)  Ea^ih  bureau  shall  determine  upon  and  require  for  aU  the  tools, 
stores,  stationary,  blank  books,  forms,  material,  means,  and  appliances 
of  even/  kind  used  exclusively  for  iis  own  purposes  J  ^ 

Article  4,  strike  out  entire  article  and  suostitute  the  following: 

"Art.  4.  (1)  The  duties  of  fhe  Bureau  of  Yards  and  Docks  shall 
include  aU  tkat  relates  to  the  desian,  epscific<mons,  construction,  impec- 
Hon,  maintenance,  and  repair  of  all  public  works  under  the  cognizance 
of  the  Navy  Department,  except  wireless  m4ists  and  their  equipment,  and 
except  thai  ipiolic  works  located  at  the  training  stations.  War  College, 
torpedo  station,  proving  ground,  magazines,  hospitals,  wireless  sta- 
tions, coaling  plants,  and  the  Naval  Academy,  or  elsewhere  outside  of 
navy-yards  ana  stations,  shall  be  maintained  and  repaired  by  the  bureau 
using  them.  It  shaU  prepare  the  flans  and  make  fhe  estimates  for  aU 
ihe  above  structures  after  consuUing  with  the  chief  of  the  bureau  for 
whose  use  they  are  projected  as  to  their  design,  internal  arrangement,  and 
location. 

"  (2)  It  shall  provide  and  furnish  aU  power,  heat,  light,  water  (except 
as  otherwise  provided  for  in  this  chapieri,  furniture,  telephone  and  wire 
telegraph  systems  at  navy-yards  and  stations,  but  not  at  points  excepted 
in  paragraph  1  of  (his  article. 

"  (3)  It  shall  provide  aUfuel  except  that  which  is  used  by  other  bureaus. 

"  (4)  It  shall  provide  and  repair,  at  navy-yards  and  stations,  but  not 
at  points  excepted  in  paragraph  (1)  of  this  artide,  aU  derricks,  shears, 
cranes,  locomotives,  cars,  wheels,  trucks,  fire  engines  and  apparatus, 
flags,  and  awninas.  It  shall  have  charge  of  and  keep  in  repair  au  grounds, 
streets,  and  varies,  shaU  provide  and  subsist  aU  live  stock,  and  shaU 
provide  for  Uie  necessary  protection  of  public  property  and  the  clearing 
and  cleaning  of  navy-yards  and  stations.'* 

Article  5,  paragraph  1,  to  be  amended  by  inserting  the  word  ''bu- 
reau's" after  the  word  "the"  (in  second  line),  and  after  the  word 
'force"  add  the  words  "except  as  to  the  specifications  for  galleys, 
bake  ovens,  and  other  cooking  apparatus  and  utensils/'  As  amended 
the  par^raph  wiU  read : 

"(1)  The  duties  of  the  Bureau  of  Equipment  shall  comprise  all 
that  relates  to  the  equipment  of  ships  according  to  the  bureau's 
allowance  Usts  from  time  to  time  in  force,  except  a^  to  the  specifications 
for  galleys,  bake  ovens,  and  other  cooking  apparatus  and  utensils. 
It  shall  make  the  specifications  of  the  type  and  character  of  nautical 
and  navigating  instruments,  and  of  electrical  appliances  except  those 
in  connection  with  the  battery  and  hull  auxiUaries." 

Paragraph  2  strike  out  the  original  paragraph  and  substitute  the 
following: 

"  (2)  It  shall  prepare  the  designs  for  and  shall  supervise  the  instaUa- 
tion,  maintenance,  and  repairs  of  iTUerior  and  exterior  signal  commu- 
nicotians  J  and  of  &U  electrical  appliances  of  every  nature  on  board  all 
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Tuivdl  vessels,  except  range  Jindera,  baUU-arder  and  range  transmitters 
and  indicators,  arid  the  motors  and  their  controUina  apparatus  used  to 
operate  the  machinery  belonging  to  other  bureaus,  which  exceptions  shall 
be  done  to  the  satisfaction  of  the  Bureau  of  Equipment  J' 

Paragraph  4  to  be  omitted.    The  opoatted  paragraph  is: 

"It  shall  inspect  all  work  done  for  it." 

Paragraph  5  add  the  words  "the  Nautical  Almanac  and  Compass 
Offices'^  after  " Hydrographic  Office." 

As  amended,  the  paragraph  will  read: 

"  (5)  It  shall  have  control  of  the  Naval  Observatory,  the  Hydro- 
graphic  Office,  the  Nautical  Almanac  and  Compass  .offices,  wireless 
apparatus  and  stations,  and  of  all  matters  connected  thei-ewith." 

Article  6,  paragraph  1,  to  be  amended  as  follows: 

In  the  sixtn  line,  after  *' technical  schools,"  insert  the  words  **  except 
those  elsewhere  specffied  in  this  chapter,"  and  omit  the  words 
''Nautical  Almanac  and  Compass  offices."  As  amended,  the  para- 
graph will  read :  ^ 

'^(1)  The  duties  of  the  Bureau  of  Navigation  shall  comprise  the 
promulgation,  record,  and  enforcement  of  the  orders  of  the  Secretary 
to  the  fleet  and  to  the  officers  of  the  navy,  except  such  orders  as 
pertain  to  the  office  of  the  Secretary;  all  that  relates  to  the  education 
of  officers  and  men,  including  the  Naval  Academy,  the  Naval  War 
College,  and  technical  schools,  except  those  elsewhere  specified  in  this 
chapter,  for  officers,  the  apprentice  seaman  establishment,  schools 
for  the  technical  education  of  enUsted  men.  and  to  the  supervision 
and  control  of  the  Naval  Home  at  Philadelphia,  Pa.,  to  the  enlist- 
ment and  discharge  of  all  enUsted  persons,  and  to  the  preparation 
of  estimates  for  the  pay  of  all  officers  and  enlisted  men." 

Paragraph  11  to  be  omitted. 

The  omitted  paragraph  reads: 

''It  shall  be  charged  with  the  transportation,  storage,  and  handling 
of  coal  and  water  used  for  all  purposes  on  board  naval  vessels,  ana 
with  the  control  of  naval  coal  aepots  and  coaling  stations." 

Add  the  following  paragraphs: 

"(11)  It  shaU  have  general  direction  of  aU  coaling  depots  outside  of 
navy-yards  and  stations  not  having  a  pay  officer  or  general  storeTceepeVj 
and  shall  advise  the  Bureau  of  Supplies  and  Accounts  as  to  the  quanti- 
ties of  fuel  to  be  maintained  at  ea^h.  When  practicable,  it  shall  furnish 
naval  colliers  for  the  transportation  of  fuel,  upon  the  request  of  the  Bureau 
of  Supplies  and  Accounts,  and  shaU  regulate  the  movements  of  such 
vessels.  It  shaU  be  charged  with  aU  that  pertains  to  the  location  of  naval 
coal  depots.  Requisitions  for  services  and  supplies  required  for  the 
maintenance  of  coal  depots  under  its  direction,  as  above  indicated,  shaU 
be  submitted  to  the  Bureau  of  Supplies  and  Accounts  for  auction,  through 
the  Bureau  ofNavigation, 

"  (12)  When  water  is  to  be  transported  for  the  use  of  ships,  the  Bureau 
of  Navigation  shall  advise  the  Bureau  of  Supplies  and  Accounts  in  the 
same  manner  as  for  fuel,  and  transportation  will  be  made  in  naval  tank 
ships  under  the  direction  of  the  former  Bureau,  or  in  chartered  merchant 
vessels  by  the  Bureau  of  Supplies  and  Accounts,  as  the  circunnstances 
may  require,'' 

Article  7,  paragraph  1,  to  be  amended  as  follows: 

Insert  the  words  ^' Naval  Gxm  Factory"  after  the  words  "relates 
to  the"  in  the  second  line. 
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To  insert  before  the  word  ''manufacture/'  in  the  third  line,  the 
words  ''design  and." 

After  the  word  "arms,"  in  the  fourth  line,  add  the  word  "mounts." 

As  amended,  the  paragraph  will  read: 

''(1)  The  duties  or  the  Bureau  of  Ordnance  shall  comprise  all  that 
relates  to  the  Naval  Gun  Factory ,  torpedo  station,  naval  proving 
ground,  and  magazines  on  shore,  to  the  design  and  manufacture  of 
o£Pensive  and  derensive  arms,  mouniSy  and  apparatus  (including  tor- 
pedoes), all  anmiunition,  and  war  explosives.  It  shall  require  for  or 
manufacture  all  machinery,  apparatus,  equipment,  material,  and 
suppUes  reauired  by  or  for  use  with  the  above." 

raragrapns  5,  6,  and  7  to  be  omitted. 

Article  8,  paragraph  1,  to  be  amended  as  follows: 

Strike  out  the  lourth  line  and  substitute  therefor  the  words  ''and 
all  that  relates  to  the  equipment  of  ships  according  to  the  bureau's 
allowance  list  from  time  to  time  in  force. ' 

Also  omit  all  after  the  word  "Ordnance,"  in  the  fifth  line,  and 
insert  the  following:  "the  Bureau  of  Steam  Engineering,  and  the 
Bureau  of  Equipment  as  to  all  permanent  fixtures  which  are  already 
specified  to  be  the  special  provmce  of  the  above  bureaus." 

Also  substitute  for  the  word  "already,"  in  the  next  to  the  last  line, 
the  word  "herein." 

As  amended  the  paragraph  will  read: 

"(1)  The  duties  of  the  bureau  of  Construction  and  Repair  shall 
comprise  all  that  relates  to  designing,  building,  and  repairing  ships 
of  the  navy  on  plans  approved  by  the  Navy  Department,  and  all 
that  rdaies  to  the  equipment  of  ships  according  to  the  bureau^ 8  allowance 
list  from  time  to  time  in  force.  In  doing  this  work  it  shall  consult  the 
Bureau  of  Ordnance,  the  Bureau  of  Steam  En^neering,  and  the  Bureau 
of  Equipment  asto  aU  permanent  fixtures  which  are  herein  specified  to 
oe  the  special  province  of  the  above  bureaus.'* 

Paragraph  2  to  be  omitted. 

The  omitted  paragraph  is  as  follows: 

"(2>  It  shall  also  have  charge  of  all  public  works  at  navy-yards, 
unless  otherwise  herein  provided  for." 

Article  9,  paragraph  1,  to  be  omitted  and  the  following  substi- 
tuted: 

"(1)  T%e  duties  of  the  Bureau  of  Steam  Engineering  shall  comprise 
aU  ffiat  relates  to  the  preparaMon  of  designs  for  and  the  building  j  in- 
staUationf  and  repairing  of  machinery  other  than  electric  used  for  the 
propulsion  of  naval  ships,  and  the  supervision  of  the  same;  also  steam . 
pumps,  steam  healers,  distilling  and  refrigerating  apparatus,  and  aU 
steam  connections  of  ships;  it  shall  order  the  manufacture  of  aM  its 
equipage  and  supplies  for  ships  as  prescribed  by  the  bureau^  s  author- 
ized auowance  books  and  shau  provide  the  same.^  It  shaU  have  cogni- 
.zance  of  aU  that  pertains  to  the  engineering  experiment  station,** 

Paragraph  3  to  be  omitted. 

Article  10,  paragraph  1,  to  be  amended  bv  adding  the  words  "and 
property"  after  tne  word  "money,"  in  the  third  line,  and  after 
"establishment"  (sixth  line)  add  the  words  ^^ except  as  otherwise 
herein  provided.**    As  amended  the  paragraph  will  read : 

"  (1)  The  duties  of  the  Bureau  of  Supplier  and  Accounts  shall  com- 
prise all  that  relates  to  the  supply  of  funds  for  disbursing  officers 
and  the  keeping  of  the  money  and  property  accounts  of  the  naval  es- 
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tablishment;  the  purchase,  reception,  storage,  care,  custody,  trans' 
fer,  shipment,  and  issue  of  all  supplies,  including  coal  and  water, 
for  the  naval  establishment,  except  as  otherwise  herein  provided,  and 
the  keeping  of  a  proper  system  of  accoimts  for  the  same,  except  sup- 
plies for  the  Marine  Corps  and  except  the  reception,  storage,  care, 
custody,  transfer,  and  issue  of  medical  suppties;  the  requiring  for, 
preparmg,  or  manufacture  of  provisions,  clothing,  and  small  stores; 
anci  the  requiring  for  material  under  the  naval  supply  fund." 

Paragraph  2  to  be  omitted. 

Paragraph  3  to  be  omitted. 

Paragraphs  4  and  5  to  be  renumbered  2  and  3. 

New  paragraph  3  to  be  amended  as  follows: 

Strike  out  all  words  after  "law,  '  in  the  third  line,  the  omitted 
words  being  "coming  under  the  cognizance  of  those  bureaus  or 
branches."    As  amended  the  paragraph  will  read: 

"  (3)  The  cost  of  suppUes  purchased  bv  this  bureau  for  other 
bureaus  or  branches  of  the  naval  establishment  shall  be  defrayed 
out  of  the  appropriations  provided  therefor  by  law." 

Two  new  paragraphs  to  be  added,  as  follows: 

"  (4)  At  navy-yards  and  naval  stations  having  a  pay  officer  or  gen- 
eral storekeeper,  me  coaMna  plant  and  the  supply  ana  issue  of  water  to 
naval  vessels,  together  with  the  civilian  personnel  employed  %n  connec- 
tion therewith,  snail  he  under  its  direction, 

"  (5)  It  shod  determine  upon  and  supply  aU  booJcs  and  hlanJcs  for 
other  departments  used  in  connection  with  ike  Bureau  of  Supplies  and 
Accounts, ^^ 

Article  11,  paragraph  3,  to  be  omitted. 

Paragraph  4  to  be  omitted. 

Paragraph  5  to  be  renumbered  3. 

New  parao^raph  3  to  be  amended  by  the  omission  of  the  words 
"stores,  stationery,  blank  books,  forms,"  and  the  omitted  words  to 
be  put  under  the  general  duties  of  bureaus  in  article  3.  As  amended 
the  paragraph  will  read: 

"  (3)  It  shall  determine  upon  and  reouire  for  all  materials,  instru- 
ments, means,  and  appliances  of  every  kind  used  in  the  Medical  De- 
partment for  its  own  purposes,  and  shall  have  control  of  their  inspec- 
tion, storage,  and  preparation." 

Article  13,  paragraph  1,  to  be  amended  by  inserting  before  the 
word  "advertisements,"  in  the  fourth  line,  the  word  ^'such,"  and 
after  the  word  "contracts,"  in  the  fifth  line,  add  the  words  "as  are 
signed  by  the  Secretary  of  the  Navy."  As  amended  the  paragraph 
will  read : 

"  (1)  It  shall  be  the  dutv  of  the  soHcitor  to  examine  and  report 
upon  questions  of  law,  including  the  drafting  and  interpretation  of 
statutes,  and  matters  submitted  to  the  accounting  officers,  not  relat- 
ing to  the  personnel;  preparation  of  such  advertisements,  proposals, 
and  contracts  as  are  signed  by  the  Secretary  of  the  Navy;  insurance ; 
patents;  the  sufficiency  of  official,  contract,  and  other  bonds  and 
guarantees;  acquisition  of  and  questions  aflFecting  lands;  proceed- 
ings in  the  civil  courts  by  or  against  the  Government  or  its  officers; 
claims  by  or  against  the  Government;  questions  submitted  to  the 
Attorney-General;  bills  and  congressional  resolutions  and  inquiries 
not  relating  to  the  personnel  and  not  elsewhere  assigned;  and  to 
conduct  the  correspondence  respecting  the  foregoing  duties.    Opin- 
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ions  relating  to  the  penoniiel  shall,  when  received,  be  referred  by 
the  solicitor  to  the  Bureau  of  Navigation  via  the  office  of*  the  Judge- 
Advocate-General." 

9.  As  the  board  beUeves  the  present  plan  may  be  improved  in  its 
details,  and  the  precept  contains  the  instructions  that  ^it  is  not  in- 
tended that  the  board  shall  now  refrain  from  making  any  recommen- 
dationa  that  will,  in  its  opinion,  increase  the  efficiency  of  the  service 
under  the  present  plan  of  reorganization  and  consolidation,''  a  state- 
ment of  general  principles  under  which  the  subsequent  chapters, 
and  more  particularly  Cnapter  XXXVII,  should  be  modified  in  order 
to  conform  to  the  changes  recommended  in  Chapter  I,  under  head- 
ing B,  is  submitted. 

(1)  It  is  neceasary  for  the  effective  maintenance  of  the  fleet,  which 
mvsL  be  the  ultimate  object  of  the  whole  naval  establishment,  that 
tJbere  shall  be  in  the  navy-yards  the  meet  intelligent  comprehension 
of  the  conditions  and  necessities  afloat,  and  that  in  the  fleet  the  ofliceis 
shaU  have  an  intimate  knowledge  of  mechanical  designs  and  processes, 
not  only  that  they  may  pfopeny  maintain  their  ships  in  good  order, 
but  that  in  making  reports  as  to  betterments  their  suggestions  may 
be  intelligent  and  useful  instead  of  impracticable.  The  reports 
received  by  the  bureaus  from  the  equipment,  ordnance,  and  engineer 
officers  of  the  ships  are  now  recognised  as  being  of  the  highest  impor- 
tance, and  that  these  officers  are  capable  is  shown  by  the  successful 
completion  of  the  installation  in  the  oattle  ships  of  the  Atlantic  Fleet 
of  comphoated  fire-control  systems,  which  were  in  many  cases  hardly 
more  tnan  begim;  and,  notably,  by  the  effective  maintenance  of  the 
motive  power  of  the  fleel;  during  the  voyage  around  the  world  with 
the  aid  of  the  hmited  resources  of  the  repair  ship  Panther, 

(2)  If  such  conditions  are  to  continue,  as  they  should,  in  order  that 
the  fleet  may  keep  the  sea  in  the  face  of  the  enemy,  it  is  necessary  that 
sea  oflicers  shall  have  responsible  duties  in  connection  wdth  the  manu- 
facture and  repair  of  the  operative  devices  of  which  they  have  charge 
at  sea — engines,  gim  mounts,  and  generators — as  distinguished  from 
the  hull  and  its  permanent  fittings,  and  the  necessity  of  such  dual 
training  has  been  fuUy  recognized  oy  the  detail  of  naval  constructors 
for  the  cruise  of  the  Atlantic  Fleet.  There  is  an  urgent  necessity  and 
a  wide  field  for  the  consolidation  of  similar  classes  of  work  in  the  navy- 
yards  and  a  reduction  of  the  number  of  shops,  but  to  associate  dis- 
similar processee,  such  as  are  commonly  separated  in  commercial 
practice,  or  to  allow  the  lesser  and  simpler  to  absorb  the  greater  and 
more  important  establishment  must  be  aetrimental.  Since  the  experi- 
enea  <tf  ten  years  has  by  a  notable  increase  in  efficiency  justifiea  the 
consoUdation  of  a  mechanical  and  operating  corps  witK  the  line,  and 
since  line  officers,  in  order  to  perfect  themselves  in  their  engineering, 
ordinance,  and  electrical  duties  in  the  fleet,  have  been  freely  asking 
to  serve  under  officers  to  whom  they  are  naturally  and  always  subor- 
dinate, any  consolidation  which  disturbs  such  conditions  must  lessen 
the  efficiency  of  the  sea  officers  in  maintaining  their  ships.  It  is  just 
as  vital  to  be  able  to  keep  the  sea  now  as  it  was  in  the  days  of  Nelson. 

(3)  The  board  recommends  the  following  organization  for  navy- 
yards  and  naval  stations: 

The  commandant  to  be  in  entire  control  of  every  department, 
miUtary  and  mechanical,  under  the  instructions  of  the  Navy  Depart- 
ment alone. 
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The  commandant  to  exercise  direct  control  over  the  departments 
of  the  general  storekeeper  and  of  medicine  and  surgery. 

For  the  purpose  of  coordinatinc;  all  mechanical  work,  an  officer  to 
be  ordered  as  executive  who  shall  be  the  manager,  witn  powers  con- 
forming to  the  provisions  of  section  1469  of  the  Revised  Statutes.  It 
shall  by  the  duty  of  the  executive  to  coordinate  all  mechanical  work 
acting  through  the  inspectora  of  public  works  (Y.  and  D.),  ordnance, 
construction  and  repair,  equipment,  and  machinery  (S.  £.). 

The  executive  wul  have  cnarge  of  all  yard  transportation,  both 
land  and  water.  He  will  keep  one  pay  roll  for  all  the  labor  employed, 
and  after  consulting  the  inspectors  concerned  will  make  such  dis- 
tribution of  the  force  employed  as  mav  be  most  effective  and  will 
take  on  or  discharge  employees  as  may  oe  expedient. 

Each  inspector  will  have  diarge  of  and  be  responsible  for  the 
planning,  preparation  of  drawings,  specifications,  and  estimates  for 
and  carrying  to  completion  of  all  work  placed  under  his  charge. 

(4)  It  is  not  believed  that  any  one  or  the  technical  officers  in  charge 
of  work  in  the  navy-yard,  burdened  as  he  is  by  his  own  specialty,  can 
properly  coordinate  the  work  as  manager. 

10.  The  disposition  of  the  papers  transmitted  in  the  department's 
letter,  and  papers  which  have  since  been  referred  to  the  board,  is 
indicated  in  the  statement  marked  ^'E." 

11.  The  composition  of  the  subcommittees,  appointed  by  the 
senior  member  to  consider  the  divisions  of  the  report  and  submit 
recommendations  to  the  whole  board  is  indicated  m  the  statement 
marked  *'F,"  which  is  appended. 

12.  The  record  of  the  proceedings  of  the  board  is  transmitted 
herewith. 

Very  respectfully, 

C.  S.  Sperry, 
Rear-Admirdlj  U.  8.  Ntwy,  Senior  Member. 
Wm.  S.  Cowles, 
Rear-Admiral^  U.  8.  Nwvy,  Retired ,  Member.   - 
R.  Wainwrioht, 
Rear-Admiralf  U.  S,  Navy,  Member. 

W.  P.  Potter, 
Rear-Admiral,  U.  S.  Navy,  Member.  - 

N.  E.  Mason, 
Rear-Admiral,  U.  8.  Navy,  Member.  - 
John  K.  Barton, 
Engineer  in  Chief,  U.  8.  Navy,  Retired,  Member.  ' 


Paynfiaster-General,  U.  8.  Navy,  Member. 


Chief  Constructor,  U.  8.  Navy,  Member. 

R.   C.   HOLLYDAY, 

Civil  Engineer,  U.  8.  Navy,  Member, 

Hugo  Osterhaus, 
Captain,  U.  8.  Navy,  Member. 


0  See  the  reaaonB  for  diflsent  appended. 
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MlNOBITT  RePOBT  OF  THB   BOABD  ON   REGULATIONS. 

Navy  Department, 
Washington,  D.  C,  May  7,  1909. 

In  conformity  with  paragraph  2,  article  1630,  Regulations  for  the 
Grovemment  of  the  Navy,  1909,  the  minority  begs  to  submit  its  rea- 
sons for  dissenting  from  the  report  of  the  majority: 

The  minutes  of  the  proceedings  of  the  board  indicate  clearly  that 
the  board  decided  to  consider  changes  in  Chapter  I  under  two  heads: 

First.  Changes  necessary  "to  reconcile  existing  discrepancies  in 
Chapter  I  and  any  which  may  exist  between  the  provisions  of  Chap- 
ter 1  and  the  general  orders  and  memoranda  issued  by  the  Navy 
Department."  The  changes  recommended  under  this  section  have 
been  described  in  the  minutes  of  the  board  as  ''Changes  under  State- 
ment A." 

Second.  Changes  which,  in  the  opinion  of  the  board,  are  necessary 
and  desirable  in  order  to  carry  out  the  provisions  of  that  paragraph 
of  the  department's  precept  which  reads  as  follows: 

''At  the  same  time  it  is  not  intended  that  the  board  shall  refrain 
now  from  making  any  reconunendation  that  will,  in  its  opinion,  in- 
crease the  efficiency  of  the  service  under  the  present  plan  of  reor- 
ganization and  consolidation,  and  if  the  board  believes  that  the 
present  plan  may  be  improved  in  it^  details  reconunendation  will  be 
made  accordingly." 

The  reports  of  the  subcommittee  and  the  board,  under  this  heading, 
are  referred  to  in  the  proceedings  as  "Statement  B." 

The  minority  conciu^  in  the  recommendations  of  the  majoritv 
under  "Statement  A,"  except  as  to  paragraph  2,  article  4;  paragraph 
2,  article  8;  and  paraOTaph  1,  article  9.  With  respect  to  tiiese  para- 
graphs the  minority  uissents  from  the  conclusions  and  recommenda- 
tions of  the  majonty  for  the  specific  reason  that,  in  its  judgment, 
the  changes  recommended  are  not  '  *  necessary  or  desirable  to  recon- 
cile the  existing  discrepancies  in  Chapter  1,"  as  required  by  the 
department's  precept  or  March  25,  1909,  designating  the  board  and 
outlining  its  duties. 

Paragraph  2,  article  4,  as  proposed  by  the  majority,  makes  a  rad- 
ical change  in  the  duties  of  the  Biu^eau  of  Yards  and  Docks  as  origi- 
nally provided  in  article  4  of  the  Navy  Regulations  of  1909,  since  the 
duties  of  the  Bm-eau  of  Yards  and  Docks  as  prescribed  in  those  Reg- 
ulations are  as  follows: 

"The  duties  of  the  Bureau  of  Yards  and  Docks  shall  include  pre- 
paring the  details  of  design  and  the  specifications  of  all  public  works 
imder  the  cognizance  of  tne  Navy  Department  and  such  other  duties 
as  may  be  required  by  existing  law." 

Moreover,  paragraph  2,  article  8,  of  the  Navy  Regulations  of  1909, 
which  article  prescribes  the  duties  of  the  Bureau  of  Construction 
and  Repair,  provides  specifically  as  follows: 

"It  snail  also  have  cnarge  of  all  public  works  at  navy-yards  unless 
otherwise  herein  provided  for." 

It  appears,  therefore,  to  the  minority  that  the  action  of  the  majority 
in  omitting  paragraph  2  of  article  8  and  adding  to  article  4  the  new 
paragraph  (par.  2),  quoted  below,  can  not  possibly  be  construed  as 
a  reconciliation  of  conflicting  instructions,  but  must  be  regarded  as  a 
specific  transfer  of  duties  from  one  bureau  to  another. 

21395—10 6  ^  T 
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Additiondl  paragraph  proposed  by  the  majority  for  article  4  (duties 
of  Bureau  of  Yards  and  Docks) : 

"Paragraph  (2).  It  shall  have  jurisdiction  of  all  pubUc  works  and 

{mblic  utiUtjes  and  shall  provide  watchmen  and  aU  labor  necessary 
or  cleaning  vards  arid  stations,  except  as  otherwise  provided  for  in 
this  chapter/' 

Paragraph  (2)  of  article  8  (duties  of  Bureau  of  Construction  and 
Repair)  recommended  for  omission  bv  majority: 

"  (2)  It  shall  have  charge  of  all  public  works  at  navy-yards  unless 
otherwise  herein  provided  for." 

In  determining  the  meaning  of  a  law  or  any  written  instrument 
the  circumstances  which  led  up  to  the  enactment  of  the  law,  or  the 
formulation  of  the  instrument,  are  most  important  and,  in  certain 
cases,  controlling.  In  this  instance,  where  reconciliation  of  conflict- 
ing intentions,  or  adjustment  of  verbal  characterization  of  such 
intention  is  sought,  the  most  natural  course  would  seem  to  be  to  refer 
to  official  orders,  reports,  and  memoranda,  and  the  printed  hearings 
of  the  Secretary  of  the  Navy  before  the  House  and  Senate  Naval 
Committees.  Such  oihcial  orders,  memoranda,  and  hearings  were 
before  the  board  and  are  to  be  found  in  Senate  Document  No.  093 
of  February  1,  1909;  House  Naval  Committee  Hearing  No.  60  of 
February  4,  1909;  House  Naval  Committee  Hearing  No.  64  of  Feb- 
ruary 18,  1909;  General  Order  No.  9  of  January  25,  1909;  and  memo- 
randa for  commandants,  dated,  respectively,  January  25,  February 
18,  and  March  3, 1909 — all  of  which  documents  are  hereto  appended 
for  the  greater  convenience  of  the  reviewing  authority.* 

There  are  numerous  allusions  in  these  documents  to  the  specific 
intention  of  the  Secretary  of  the  Navy  to  Umit  the  duties  of  the 
Bureau  of  Yards  and  Docks  to  those  set  f()rth  in  the  Regulations  of 
1909,  viz,  "the  design  and  specification  of  public  works  under  the 
cognizance  of  the  Navy  Department,  and  such  other  duties  as  may 
be  required  by  existing  law."  Since,  under  section  419,  Revised 
Statutes,  the  Secretary  of  the  Navy  has  the  power  to  distribute  the 
duties  of  the  various  bureaus,  and  since  the  principal  duty  "reguired 
by  existing  law"  is  the  consoUdation  of  power  plants  the  testimony 
before  the  Naval  Committees  of  the  House  and  Senate  would  appear 
to  be  conclusive  as  to  the  limitations  desired  to  be  placed  bv  oecrer- 
tary  Newberry  upon  the  duties  of  the  Bureau  of  Yards  anci  Docks. 
In  no  case  does  it  appear  that  it  was  the  intention  of  that  official  to 
assign  to  the  Bureau  of  Yards  and  Docks  any  other  duties  than  those 
specifically  provided  for  by  him  when  prepanng  article  4,  Navy  Regu- 
lations of  1909. 

Mr.  Secretary  Newberry,  in  his  testimony  before  the  Naval  Com- 
mittee of  the  House,  on  Februarv  4,  1909,  stated  as  follows: 

"When  I  became  Secretary  of  the  Navy  I  outlined  to  the  Presi- 
dent what  I  wanted  to  do,  and  I  later  put  it  in  the  form  of  a  letter  to 
him.  I  have  prepared  a  rather  condensed  statement  of  the  letter, 
which  I  will  put  into  my  hearing." 

This  letter  of  January  12,  1909,  was  referred  to  a  conference  ot 
eight  gentlemen,  two  of  whom  were  ex-Secretaries  of  the  Navy,  one  a 
former  member  of  the  Naval  Committee  of  the  House,  and  five  were 
rear  admirals  of  the  navy  on  the  retired  list.     \^Tien  reporting  upon 

a  Not  reproduced  here. 
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tiie  plan  outlined  by  Mr.  Secretary  Newberry  in  his  communication 
of  January  12, 1909,  above  referred  to,  this  representative  conference, 
which  was  composed  exclusively  of  line  ofncers  of  the  navv  and 
civilians  with  aoministrative  naval  experience,  unanimously  adopted 
the  following  resolution: 

^^  Resolved,  It  is  the  sense  of  this  meeting  that  the  plan  of  adminis- 
tration of  the  Navy  Department  proposed  by  the  secretary  in  his 
communication  addressea  to  the  President,  unaer  date  of  January  12, 
1909,  is  the  very  best  thing  to  be  done  temporarily/' 

A  condensed  statement  of  the  Secretary's  letter  of  January  12, 1909, 
may  be  found  on  pa^es  862,  863,  and  864  of  Hearing  No.  60,  House 
Committee  on  Naval  Affairs,  held  on  February  4,  1909.  The  fol- 
lowing extracts  from  this  letter  indicate  clearly  the  intention  of 
Secretary  Newberry  with  respect  to  the  Bureau  of  Yards  and  Docks 
and  the  JBureau  of  Construction  and  Repair: 

*'The  duties  of  the  four  construction  bureaus,  viz,  Ordnance. 
Equipment,  Steam  Engineering,  and  Construction  and  Repair,  will 
be  reassigned,  so  that  the  detail  drafting  and  manufacturing  required 
for  the  naval  service,  within  the  capabilities  of  our  yards,  shall  be 
done  by  the  Bureau  of  Construction  and  Repair." 

<<»  *  *  the  commandant  of  the  yard  to  be  in  supreme  com- 
mand, as  at  present,  with  the  necessary  officers  to  care  for  the  purely 
militarv  duties,  and  a  naval  constructor  and  his  assistants  to  act  as 
general  manager  and  superintendents  of  the  various  shops    *    *     *." 

''Bureau  of  Eauipment  and  Bureau  of  Yards  and  Docks,  all  duties 
to  be  reassigned. 

''As  soon  as  the  Bureau  of  Yards  and  Docks  has  completed  the 
erection  of  power  houses,  as  authorized  by  law,  they  will  be  turned 
over  to  the  manufacturing  departments  of  the  various  yards  for 
operation. 

"Other  duties  of  the  Bureau  of  Yards  and  Docks  will  be  absorbed 
at  the  yards  and  stations  by  the  commandants  thereof  and  the  civil 
engineers  attached  to  the  commandant's  oihce,  under  his  authority, 
and  by  the  chief  of  the  bureau  and  the  necessary  clerks  at  the  depart- 
ment attached  to  the  Secretary's  odice,  until  the  Bureau  of  lards 
and  Docks,  as  such,  is  abolished. 

"This  could  be  put  into  practical  eflFect  by  the  orders  of  the  Secre- 
tary, giving  the  necessary  directions  to  the  commandants,  but  the 
eventual  elimination  of  this  bureau,  while  desirable,  must  necessarily 
be  deferred  imtil  the  various  public  works  authorized  by  Congress 
under  the  supervision  of  the  Bureau  of  Yards  and  Docks,  by  name — 
of  which  the  consolidation  of  power  plants  is  the  most  important — 
are  completed." 

The  navy-yard  reoi^anization,  which  was  based  upon  the  fore- 
going communications  of  January  12,  1909,  is  embodied  in  General 
Order  No.  9,  of  January  26,  1909.  The  departmental  organization, 
BO  far  as  it  was  determined,  is  set  forth  in  Chapter  I  of  the  Navy 
Regulations  of  1909.  This  chapter,  as  has  been  stated  by  the  Judge 
Advocate-General,  was  prepared  undor  the  inunediute  supervMsioii  of 
the  official  who  was  then  Secretary  of  the  Navy.    This  fact,  taken 

Digitized  by  LjOOQ  IC 


68      PBOPOSBD  BE0B6ANIZATI0N  OP  NAVY  DEPARTMENT. 

in  conjunction  with  the  hearings  before  the  House  and  Senate  Naval 
Committees,  and  the  explicit  phraseolo^  of  the  letter  to  the  Presi- 
dent dated  January  12,  1909,  has  convmced  the  minority  that  the 
duties  of  the  various  bureaus  as  prescribed  in  Chapter  I,  Navy 
Regulations  of  1909,  are  described  in  the  manner  definitely  intended 
by  the  official  who  supervised  the  same,  and  it  is,  moreover,  of  the 
opinion  that  this  conclusion  is  fully  confirmed  by  the  documentary 
evidence  before  the  board,  some  of  which  has  been  quoted  above; 
the  remainder  is  readily  accessible  in  the  documents  heretofore 
referred  to. 

The  minority's  objection  to  the  majority's  action  in  eliminating 
paragraph  2  of  article  8,  Navy  Regulations  of  1909,  which  defines  the 
duties  of  the  Bureau  of  Construction  and  Repair,  is  based  upon  the 
same  reasoning  as  that  which  has  just  been  set  forth  in  the  case  of 
paragraph  2,  article  4.  The  expressed  intention  of  the  Secretary  of 
the  Navy  in  preparing  Chapter  I  of  the  Navy  Regulations  of  1909,  as 
stated  in  his  letter  of  Janua  y  12,  1909,  was  that  the  ''detail  draft- 
ing and  manufacturing  required  for  the  naval  service,  within  the 
capabiUties  of  our  yards,  shall  be  done  by  the  Bureau  of  C<mstruc- 
tion  and  Repair.''  It  was  also  stated  in  the  same  letter  that,  for 
the  Bureau  of  Yards  and  Docks,  all  duties  were  "to  be  reassigned;" 
also,  that  as  soon  as  power  houses  had  been  completed  as  authorized 
by  law,  they  were  to  be  "turned  over  to  the  manufacturing  depart- 
ments of  the  various  yards  for  operation."  The  intention  of  Secre- 
tary Newberry  would  therefore  appear  to  have  been  very  clear  and 
dennite,  and  imder  his  scheme  of  reorganization  it  was  specifically 
provided  that  all  work  at  navy-yards,  when  not  performed  by  con- 
tract, should  be  performed  by  the  manufacturing  department,  and 
that  the  "manufacturing  reouired  for  the  naval  service,  within  the 
capabilities  of  our  yards,  shall  be  done  by  the  Bureau  of  Construction 
and  Repair." 

The  majority  of  the  board  amended  paragraph  1,  article  4,  to  the 
extent  of  inserting  the  clause  "and  the  inspection  of  the  same  when 
done  by  contract."  This  amendment  is  accepted  by  the  minority. 
The  general  duties  of  inspectors,  as  prescribed  in  the  report  of  the 
majority,  are  also  accepted  by  the  minority.  This  general  outline 
of  duties  of  inspectors  prescribes  the  manner  in  which  all  work  in 
connection  with  public  works  shall  be  inspected  by  the  inspector  of 
public  works,  no  matter  whether  such  work  is  done  by  contract  or 
oy  the  manufacturing  department.  The  minority  is  therefore  of 
the  opinion  that  full  provision  is  made  for  adequate  inspection  of 
all  work  in  connection  with  public  works,  and  for  the  utilization 
of  the  expert  knowledge  of  the  inspector  of  public  works. 

The  minority  dissents  from  the  opinion  of  the  majority  wth 
respect  to  the  changes  made  in  paragraph  1  of  article  9,  for  the 
reason  that  such  changes  are  in  no  sense  required  for  reconciliation 
of  "existing  discrepancies  in  Chapter  I."  As  a  matter  of  fact,  it  is 
worthy  of  note  that  the  modification  suggested  by  the  majority  for 
paragraph  1,  article  9,  is  practically  identical  with  that  imanimously 
recommended  by  the  subcommittee  of  the  board  as  a  desirable 
change  imder  ^'Statement  R^  This  would  seem  to  indicate,  there- 
fore, that  originally  the  entire  subcommittee  (only  one  of  whom 
signs  this  minority  report)  were  in  favor  of  making  no  change  what- 
ever in  article  9  under  statement  A.    The  expressed  intention  of 
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Mr.  Secretarjr  Newberry,  with  respect  to  the  Bureau  of  Steam 
Engineering,  is  given  in  his  letter  to  the  President  of  January  12, 
1909.     This  letter  stated  specifically  as  follows: 

'*The  duties  of  the  four  constructing  bureaus,  viz,  Ordnance, 
Equipment,  Steam  Engineering,  and  Construction  and  Repair, 
wul  De  reassigned,  so  that  the  detail  drafting  and  manufacturing 
required  for  the  naval  service,  within  the  capabilities  of  our  yards, 
shall  be  done  by  the  Bureau  of  Construction  and  Repair.*' 

•  #•••«  ^ 

''The  Bureau  of  Steam  Engineering,  having  lost  its  manufacturing 
features,  would  have  left  its  personnel,  charged  with  the  determina- 
tion of  the  type,  location,  and  preliminary  design  for  propelling 
machinery  and  its  auxiliaries  and  with  the  inspection  of  the  work 
after  completion.    *    *    *." 

The  above  seems  to  be  conclusive  as  to  the  intention  of  Secretary 
Newberry  with  respect  to  the  duties  of  the  bureaus  of  Construction 
and  Repair  and  Steam  Engineering. 

The  minority  has  stateu  as  explicitly  as  possible  its  reasons  for 
dissenting  from  the  conclusions  and  recommendations  of  the  majority 
of  the  board  under  ''Statement  A,"  this  dissent  being  confined  to 
the  changes  recommended  by  the  majority  with  respect  to  articles 
4,  8,  and  9  of  Chapter  I  of  the  Navy  Regulations  of  1909.  This 
action  is  based  strictly  upon  what  the  minority  believes  to  have  been 
the  obvious  intention  of  the  Secretary  of  the  Navy,  who  personally 
supervised  the  writing  of  Chapter  I  of  these  regulations  after  having 
suDmitted  the  basis  of  his  scheme  of  reorganization  to  the  President 
of  the  United  States,  to  a  special  conference  of  officers  and  civilians, 
and  to  the  naval  committees  of  Congress.  The  minority  further- 
more desires  to  state  that  its  action  under  ''Statement  A"  is  believed 
to  be  strictly  in  accord  with  the  explicit  provisions  of  the  depart- 
ment's precept  of  March  25.  1909,  under  which  the  board  is  acting, 
the  language  of  the  precept  oeing  as  follows : 

"The  board  will  make  such  recommendations  as  are  deemed 
necessary  or  desirable  to  reconcile  the  existing  discrepancies  of 
Chapter  I,  and  to  cause  the  provisions  of  the  subsequent  chapters 
to  conform  to  the  duties  as  therein  outlined. 

"In  taking  up  the  questions  submitted  to  the  board,  as  indicated 
above,  the  department  desires  that  the  board  shall  confine  itself 
chiefly  to  recommendations  that  will  reconcile  conflicting  instruc- 
tions that  have  been  incorporated  in  the  regulations  and  in  the 
orders  issued  to  the  conunandants  of  navy-yards  regarding  reorgani- 
zation of  bureaus  and  consolidation  of  work. 

"It  is  not  the  intention  of  the  department  to  depart  from  the  gen- 
eral plan  of  consolidation  and  reorganization  as  laid  down  by  the 
regulations  and  the  general  orders  issued  until  this  plan  has  been 
given  a  fair  test.    *    *    *." 

Under  "Statement  B,''  which  covers  that  portion  of  the  depart- 
ment's precept  which  invites  reconmiendation  with  a  view  to  possi- 
ble improvement,  etc.,  after  the  present  scheme  has  been  given  a 
fair  trial,  the  minority  will  make  an  additional  comment  later  on. 

Before  passing  to  comment  and  recommendation  under  "State- 
ment B,"  however,  the  minority  desires  to  invite  the  department's 
attention  to  the  fact  that  the  consoUdation  of  portions  oi  the  work 
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of  certain  bureaus  and  the  consolidation  of  work  at  navy-jard.-. 
under  a  single  head  are  in  no  sense  new  issues.  These  questions 
have  been  brought  up  in  various  forms  by  different  Secretaries  of 
the  Navy  on  many  occasions  during  the  past  twenty-five  years.  Mr. 
Secretary  Chandler,  in  1884,  made  clear  and  definite  recommenda- 
tions on  this  subject.  In  1899  and  again  in  1900  Mr.  Secretary  Long 
made  certain  definite  recommendations  with  respect 'to  the  consoli- 
dation of  the  work  of  the  bureaus  of  Construction  and  Repair, 
Steam  Engineering,  and  Equipment.  In  1903  Mr.  Secretary  Moody 
made  certain  general  suggestions  with  respect  to  consolidating 
Navy  Department  bureaus.  In  1905  Mr.  Secret arv  Bonaparte  also 
gave  attention  to  this  subject,  and  in  August  of  the  following  year 
ordered  a  special  board,  composed  of  the  then  Assistant  Secretarv 
of  the  Navy  (Mr.  Newberry)  and  six  oflScers  of  the  line  (one  with 
engineering  experience),  for  the  purpose  of  considering  the  whole 
question  of  naval  personnel  and  naval  reoi^anization. 

As  having  a  special  bearing  upon  the  sub^guent  action  of  Mr.  Sec- 
retary Newoerry  in  assigning  all  manufacturing  work  to  the  Bureau 
of  Construction  and  Repair,  and  with  particular  reference  to  the 
duties  of  that  bureau  and  the  Bureau  of  Steam  Engineering,  as  pre- 
scribed by  him  and  set  forth  in  articles  8  and  9  of  the  Navy  Regula- 
tions of  1909,  the  following  quotation  from  the  unanimous  report  of 
the  above-noted  board  is  submitted : 

*^With  a  view  to  the  future  establishment  of  a  single  corps  charged 
with  ship  design  and  construction  and  machineiy  design  and  con- 
struction, including  electric  plant  and  installation,  the  board  recom- 
mends a  genera]  increase  of  the  present  corps  of  naval  construct- 
ors, proceeding  as  specified  in  paragraph  4  below,  the  distribu- 
tion m  grades  to  be  as  specified  in  paragraph  6.     *     *     *." 

And  in  order  that  the  department  may  have  still  further  evidence 
of  the  ideas  of  Mr.  Secretary  Newl)erry  and  the  ideas  of  certain  mem- 
bers of  the  Naval  Committee  with  respect  to  the  desirability  of  the 
consoHdation  of  the  work  of  certain  bureaus  of  the  Navy  "Depart- 
ment, the  following  quotation  is  made  from  **  Hearings  before  the 
Committee  on  Naval  Affairs''  on  January  28,  1908,  which  will  be 
found  on  page  468  of  the  published  volume  of  hearings  of  that  year: 

*'Mr.  Dawson.  The  number  of  questions  that  were  asked  in  the 
meantime  1  think  rather  diverted  you  from  an  answer  to  the  question 
of  the  chairman,  as  to  whether  or  not  you  thought  it  practicable  to 
effect  a  consolidation  of  the  three  bureaus  of  Steam  Engineering, 
Equipment,  and  Construction  and  Repair,  from  the  standpoint  of 
the  industrial  end  of  the  naval  business  ? 

*'Mr.  Newberry.  If  I  can  refer  to  the  personnel  bill  (which  I  hope 
to  interest  you  in  some  day  later  in  the  winter),  you  will  find  in  that 
that  we  made  that  very  suggestion.  I  even  went  so  far  as  to  hope 
that  the  Bureau  of  Construction  and  Repair  would  actually  construct 
and  repair.'^ 

The  minority  having  demonstrated,  through  quotations  from 
official  documents  and  otherwise,  the  intention  of  Secretary  New- 
berry with  respect  to  his  plan  of  reorganization  of  navy-yards  and 
the  assignment  of  duties  to  the  various  bureaus  of  the  Navy  Depart- 
ment, is  strongly  of  the  opinion  that  the  changes  reconunended  by 
the  majority,  under  articles  4,  8,  and  9,  can  not  possibly  be  considered 
as  meeting  the  requirements  of  the  department  s  precept  with  respect 
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to  *'reconc5iling  existing  discrepancies."  Therefore,  for  the  reasons 
already  given,  the  minority  dissents  from  the  report  of  the  majority 
with  respect  to  paragraph  2,  article  4,  paragraph  2,  article  8,  and 
paragraph  1,  article  9,  and  the  minority  definitely  recommends  that 
the  proposed  paragraph  2,  article  4,  recommended  by  the  majority, 
be  not  approved,  and  that  paragraph  2,  article  8,  and  paragraph  1, 
article  9,  remain  as  now  written  in  the  regulations  of  1909. 

MiNOBiTT  Report  under  Statement  "B." 

The  minority  dissents  entirely  from  the  recommendations  made  by 
the  majority  in  its  "Statement  B."  These  recommendations  of  the 
majority,  as  already  noted,  have  been  submitted  to  conform  to  that 
portion  of  the  department's  precept  of  March  25,  1909,  which  states 
that^— 

"*  ♦  *  it  is  not  intended  that  the  board  shall  refrain  now  from 
making  any  recommendations  that  will  in  its  opinion  increase  the 
efficiency  of  the  service  under  the  present  plan  of  reorganization 
and  consolidation,  and  if  the  board  believes  that  the  present  plan 
may  be  improved  in  its  details,  reconunendation  will  be  made  accord- 
iW" 

The  reasons  for  the  dissent  of  the  minority  are  as  follows: 

The  changes  recommended  by  the  majority  involve  a  radical 
departure  from  the  plan  recently  adopted  and  do  not  appear  to  have 
any  real  justification  at  this  stage  of  the  proceedings. 

It  IB  believed  to  be  essential  that  a  scheme  of  reorganization  which 
had  be«a  given  such  careful  consideration  by  an  official  wfio  had 
had  more  than  three  and  a  half  years'  expenence  as  Secretary  and 
Assistant  Secretary  of  the  Navy  should  be  given  full  and  fair  trial 
before  any  material  modifications  are  made  therein,  except,  of  course, 
such  as  are^  proved  to  be  imperatively  necessary  for  tiie  efficiency 
of  the  service.  Mr.  Secretary  Newberry  explained  his  scheme  of 
reorganization  most  fully  to  the  President  of  the  United  States  and 
the  Naval  Committees  of  Congress.  His  scheme  of  reorganization 
is  in  no  senfie  novel  in  its  basic  ideas,  and  the  underlying  principles 
have  been  enunciated  on  former  occasions  by  his  predecessors  in  the 
office  of  Secretary  of  the  Navy. 

Changes  of  the  character  of  those  recently  carried  out  at  various 
navy-yards  must  always  meet  with  opposition  from  those  whose 
authority  has  been  diminished  or  whose  duties  have  been  otherwise, 
in  their  judgment,  adversely  aflfected.  Such  an  attitude  is  to  be 
expected  and  is  inseparable  from  changes  of  this  character.  Similar 
adverse  criticism  was  directed  against  the  general-storekeeper  sys- 
tem when  it  was  first  estaWished,  and  for  years  afterwards  tliere  were 
those  who  could  find  no  possible  good  in  such  a  system.  Fair  and 
honei9t  trial  has  convinced  even  the  opponents  of  the  general-store- 
keeper system  that  the  change  involved  therein  has  ultimately 
proved  of  great  benefit  to  the  naval  service,  and  some  of  those  who 
werb  originally  its  bitter  opponents  are  now  its  warm  advocates. 
There  must  of  course  be  some  undesirable  features  in  any  new  sys- 
tem of  administration,  such  as  that  recently  adopted  at  our  navv- 
yards,  but  these  are  usually  of  minor  importance  and  can  be  readily 
adjusted  so  as  to  meet  in  the  best  possible  way  the  changed  conditions. 

The  minority  is  firmly  convinced  that  a  full  and  fair  trial  of  the 
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scheme  which  involves  concentration  of  work  and  authority  in  navy 
yards  will  result  in  great  economies,  with  increase  of  efficiency. 

So  far  as  the  Atlantic  coast  yards  are  concerned,  the  new  scheme 
could  not  have  had  a  more  severe  test,  since  the  vessels  of  the  Atlantic 
Fleet  were  assigned  to  navy-yards  for  general  overhauling,  repairs, 
and  alterations  very  shortly  after  the  promulgation  of  the  order  for 
the  consolidation  of  the  former  working  departments  into  a  smgle 
manufacturing  department. 

From  the  reports  of  commandants  very  recently  received,  it  ap- 
pears that  at  six  navy-yards  the  new  system  is  working  satisfactorily, 
and  two  of  the  reports  are  very  decidedly  favorable.  Only  one 
report  out  of  seven  from  conunandants  of  navy-yards  is  definitely 
unfavorable. 

A  careful  perusal  of  the  hearings  before  the  House  and  Senate 
Naval  Committees  must  siu"elv  convince  an  unprejudiced  mind  of 
the  great  care  taken  by  Mr.  Secretary  Newberry  in  making  known 
not  only  the  general  outline,  but  many  of  the  details  of  his  scheme 
of  reorganization  of  navy-yards  and  redistribution  of  duties  among 
the  bureaus  of  the  Navj;  Department.  The  President  and  the 
Congress  were  taken  fully  into  nis  confidence  and,  so  far  as  can  be 
judged  from  the  various  documents  and  the  testimony,  there  was 
general  concurrence  in  the  particular  features  of  the  scheme  of 
organization  proposed  by  him.  Moreover,  it  is  apparent  from  the 
testimony  before  the  Naval  Committees  that  Mr.  Newberry  had  the 
hearty  cooperation  of  officials  in  the  Navy  Department  and  alt  the 
navy-yards  with  possibly  one  exception.  So  strong  was  this  appar- 
ent support  that,  in  response  to  queries  from  various  members  of  the 
committee  as  to  the  necessity  for  enacting  legislation  at  the  present 
session  which  would  make  permanent  by  statute  law  the  changes 
which  had  just  been  made,  Mr.  Newberry  felt  called  upon  to  £s- 
suade  the  committee  from  any  such  action,  preferring  rather  to  let 
all  the  details  be  thoroughly  developed  and  satisfactorily  adjusted 
before  asking  for  any  legislation  witn  a  view  to  making  permanent 
what  had  been  undertaken. 

In  his  testimony  of  February  4.  1909,  before  the  House  Naval 
Committee  the  Secretary  stated  as  follows: 

'*I  want  to  say  that  I  have  had  the  most  earnest,  loyal  cooperation 
and  support  from  every  chief  of  every  bureau  aflFected  by  this  order. 
All  of  them  have  had  some  of  their  duties  taken  away  from  them, 
and  I  have  had  to  prepare  to  do  this  thing  without  consultation  with 
or  having  the  opportunity  to  advise  with  any  officer  within  or  with- 
out the  Navy  Department.  For  that  reason,  perhaps,  it  is  more 
acceptable  to  them,  because  it  has  not  been  dictated  or  influenced 
by  anyone  within  the  department.  Nobody  in  the  department  or 
out  of  the  department  knew  of  this  order  or  of  its  being  drawn  or  of 
what  I  intended  to  do  until  I  had  the  President's  approval  and 
issued  that  order.  I  consulted  with  no  board  and  with  no  officer 
within  the  department;  but  the  loyalty  and, the  splendid  pubHc 
spirit  shown  by  the  officers  affected  has  been  not  a  wonder  to  me 
(oecause  I  know  the  nai^al  officers,  most  of  them,  and  I  admire 
every  one  of  them),  but  it  has  been  most  commendable  and  entitled 
to  the  memory  of  this  committee;  and  when  they  come  bt^fore  you 
another  year  1  hope  ^ou  will  remember  what  I  say — that  they  have 
entered  mto  the  spint  of  this  change  with  the  highest  purposes  and 
principles/'  • 
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And  again,  under  date  of  February  18, 1909.  when  testifying  before 
the  House  Committee  on  Naval  Affairs,  the  Secretary  made  the  fol- 
lowing statement: 

''AU  of  the  commandants  who  were  charged  with  the  execution 
of  Order  No.  9  have  taken  liold  of  it  with  most  commendable  zeal 
and  have  made  very  complete  reports  of  what  they  have  done,  and 
not  a  single  one  finds  that  there  is  the  slightest  obstacle  to  its  oeing 
carried  out,  and,  in  fact,  all  of  them  say  that  the  plan  wiU  be  pro- 
ductive of  great  saving  to  the  Government  in  time  and  money  and 
a  saving  of  space  withm  the  limits  of  the  various  navy-yards,  which 
will  be  so  very  valuable  in  the  future." 

And  again,  in  his  hearing  of  February  18,  the  Secretary  states  as 
follows: 

''When  I  first  came  before  you  on  this  subject  I  anticipated  a 
great  many  difficulties  and  a  great  many  questions  to  answer,  fearing 
a  misunderstanding  on  the  part  of  some;  out  the  spirit  in  wnich  the 
matter  has  been  taken  hold  of  and  the  help  that  has  been  given 
by  various  commandants  and  all  the  officers  m  the  yards  and  in  the 
department  here,  who  have  explained  it  to  their  suDordinates — and 
by  these  means  the  air  has  been  cleared,  and  the  memoranda  that  I 
have  put  into  this  hearing  and  into  the  other  hearings  have  explained 
to  the  commandants  and  others  what  it  is  proposed  to  do.  We  have 
found  no  objection.  Nobody  has  done  anythmg  but  help  make  it  a 
success.  It  has  been  most  gratifying  to  see  the  effort  that  everybody 
is  making  to  show  that  this  is  a  proper  simplification  of  the  expendi- 
ture of  public  money  and  greatly  to  the  advantage  of  the  Navy 
Department  and  everybody  connected  with  it.'' 

As  showing  the  complete  imderstanding,  appreciation,  and  sym- 
pathy of  the  House  Naval  Committee,  the  following  brief  quotation 
from  the  hearing  of  February  18  is  illuminating: 

"The  Chairman.  I  want  to  sav  to  the  Secretary  that  we  have 
officially  visited  those  yards  and  have  seen  this  condition  existing. 
We  have  called  the  matter  to  the  attx^ntion  of  the  Department  under 
a  previous  administration,  and  we  are  very  glad  it  is  being  taken  up 
now,  and  this  committee  is  in  hearty  sympathy  with  your  work, 
every  bit  of.    Gentlemen,  do  I  not  speak  for  all  of  you? 

'*Mr.  Olcott.  Exactly. 

'*Mr.  Dawson.  Yes.  These  results  are  those  we  saw  the  need  of 
when  we  made  that  trip  on  the  Dolphin  two  years  ago.'' 

It  is  therefore  quite  evident  that  the  preliminary  steps  taken  by 
Mr.  Secretary  Newberry  were  thoroughly  considered  and  the  rcsu!t 
of  mature  deliberation,  and  after  being  fully  outlined  to  the  Naval 
Committees  of  Congress  the  general  pnnciples  and  method  of  effect- 
ing the  organization  now  in  existence  met  with  the  hearty  approval 
of  those  committees. 

The  opposition  which  has  recently  developed  in  some  quarters 
is,  as  already  stated,  naturaj  and  to  be  expected,  but  the  minority 
is  firmly  convinced  that  a  fair  trial,  under  normal  conditions,  with 
hearty  cooperation  of  all  officers  attached  to  navy-yards,  instead  of 
unsympathetic  criticism,  will  in  the  end,  prove  that  the  scheme  of 
reorganization  recently  established  will  not  only  conduce  to  economy 
of  administration,  but  in  the  end  greatly  increase  eHicieney  of  navy- 
yard  and  Navy  Department  administration. 

It  is  unnecessary,  undei:  "Statemont  B/'  to  refount  the  arguments 
in  favor  of  consoUdating  some  of  the  duties  of  certain  bureaus.    The 
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reasons  have  been  made  clear  in  the  testimony  and  reports  hereto- 
fore alluded  to.  So  far  as  concerns  the  consolidation  of  manufac- 
turing work  of  the  Bureaus  of  Construction  and  Repair,  Steam 
Engineering,  and  Equipment  under  one  bureau,  it  may  be  remarked 
that  such  a  consolidation  would  be  a  return  to  the  identical  condi- 
tions which  existed  at  the  time  the  bureau  system  was  adopted, 
the  Bureaus  of  Equipment  and  Steam  Engineering  being  offshoots 
from  the  original  **^ureau  of  Construction,  Equipment,  and  Repair." 
Under  any  such  consolidation,  however,  there  would  always  be  two 
grand  divisions,  viz,  hull  construction  and  machinery  construction. 
Such  a  division  is  logical  both  at  navy-yards  and  in  the  Navy  Depart- 
ment. 

The  minority  is,  moreover,  strongly  of  the  opinion  that  the  best 
interests  of  the  service  will  ultimately  necessitate  the  enactment 
into  law  of  that  portion  of  the  Personnel  Board's  report  of  Novem- 
ber, 1906,  which  relates  to  the  consolidation  of  work  of  the  Bureaus 
of  Construction  and  Repair  and  Steam  Ensjineering  under  one  tech- 
nical corps,  and  that  the  efficient  development  of  the  scheme  which 
was  merely  outlined  in  that  board's  report  will  necessitate  a  division 
dealing  with  hull  construction  and  all  auxiliaries,  and  a  division 
dealing  with  propelling  machinery.  Each  of  these  divisions  should 
be  under  the  control  of  a  technical  officer  of  flag  rank,  and  the  officer 
in  charge  of  this  consolidated  technical  branch  of  the  Navy  Depart- 
ment should  also  be  an  officer  of  the  same  technical  corps,  with  flag 
rank  while  holding  said  office.  Such  an  arrangement  would  permit 
the  most  effective  cooperation  between  all  those  engaged  in  the  tech- 
nical work  of  ship  design  and  construction,  and  would  permit  the 
highest  possible  development  of  officers  as  hull  and  machinery 
designers  and  as  administrators  in  charge  of  manufacturing  depart- 
ments. 

With  respect  to  that  part  of  the  report  of  the  majority  which  out- 
lines a  dennite  scheioe  for  the  organization  and  management  of 
manufacturing  departments  at  navy-yards,  and  alluded  to  in  the 
report  of  the  majority  as  ''Statement  B~4,''  the  minority  begs  to 
comment  as  follows: 

''Statement  B-4"  is,  in  all  essential  characteristics,  substantially 
the  same  as  the  original  "Statement  B-2"*  of  the  majority  of  the 
subconmiittee,  and  the  statements  made  in  "Statement  B-2"  were 


named  statement  was  finally  accepted  by  the  majority  of  the  Board 
and  made  a  part  of  its  report. 

The  minority  is  entirely  in  accord  with  the  majority  as  to  the  desir- 
ability of  officers  of  the  fleet  familiarizing  themselves  with  the  proc- 
esses of  manufacture  and  details  of  mechanisms  which  will  subse- 
quently be  placed  under  their  charge,  and  in  the  United  States  Navy 
Uiere  nas  been  in  the  past,  and  will  continue  to  be  in  the  future, 
greater  opportunity  for  such  familiarization  than  exists  in  any  other 
navy  with  wMch  tne  minority  is  acquainted.  The  service  of  junior 
seagoing  officers  in  the  manufacturing  department  is,  however,  in  no 
sense  limited  by  the  recent  reorganization  at  navy-yards,  and  can  not 
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be  limited  except  by  a  forced  interpretation  of  a  statute  which  was 
never  intended  to  cover  such  a  case.  As  a  matter  of  fact,  in  the 
manuf acturing  departments  of  several  navy-yards,  officers  of  different 
corpe,  including  tne  Line,  are  serving  at  the  present  time  in  perfect 
haitnony  and  with  beneficial  results.  Encouragement  of  the  exten- 
sion of  such  service  will  doubtless  produce  results  equally  satisfactory. 

The  majority,  in  '* Statement  B-4,"  and  even  more  forcibly  in  its 
^'Statement  B-2,''  made  allusion  to  the  notable  work  which  had  been 
performed  in  connection  with  the  successful  completion  of  the  voyage 
of  the  Atlantic  Fleet  around  the  world,  and  it  was  stated  that  this 
was  particularly  shown  in — 

***  *  *  the  effective  maintenance  of  the  motive  power  of  the 
fleet  during  the  voyage  around  the  world  with  the  aid  of  the  limited 
resources  of  the  repair  ship  Panther, 

"If  such  conditions  are  to  continue,  as  they  should,  in  order  that 
the  fleet  may  keep  the  sea  in  the  face  of  the  enemy,  it  is  necessary 
that  sea  officers  snail  have  responsible  duties  in  connection  with  the 
manufacture  and  repair  of  the  operative  devices  of  which  they  have 
charge  at  sea." 

The  minority  has  already  stated  its  complete  concurrence  in  the 
proposition  that  it  is  desirable  for  seagoing  officers  to  keep  in  touch 
with  the  development  of  material  of  which  they  may  subsequently 
have  chai]^.  It  can  be  easily  demonstrated,  however,  that  the  exist- 
ing organization  affords  just  such  facilities.  It  only  remains  for  the 
officers  concerned  to  take  advantage  of  them.  It  so  happens,  how- 
ever, that  the  claim  of  the  majority,  that  the  excellence  of  the  per- 
formance of  the  motive  power  of  battle  ships  of  the  Atlantic  Fleet 
was  due  to  the  previous  training  at  navy-yards  of  the  officers  in 
charge,  is  not  borne  out  bv  the  facts.  Careful  examination  of  the 
recoras  of  those  who  served  as  senior  engineer  officers  on  the  vessels 
of  the  Atlantic  Fleet  from  the  time  of  their  departure  from  Hampton 
Roads  until  their  return  thereto  shows  that  only  7  had  been  originally 
trained  as  engineers  and  commissioned  in  the  old  Engineer  Corps  prior 
to  the  amalgamation  brought  about  by  the  act  of  March  3,  1899. 
Of  these  7  ex-engineers  the  2  seniors  were  detached,  1  in  March,  1908, 
and  the  other  in  July,  1908,  practically  at  the  beginning  of  the  cruise. 
Of  the  other  5  only"  1  had  had  either  navy-yard  or  shipyard  experi- 
ence, and  that  one  had  been  on  duty  at  a  private  shipyard  for  less 
than  six  monihs.  Of  the  remaining  19,  3  took  the  old  engineering 
course  at  the  Naval  Academy,  but  were,  not  commissioned  as  engi- 
neers, and  none  of  the  3  had  any  navy-yard  experience,  and  only  1  had 
private  shipyard  experience,  and  that  one  for  less  than  four  months. 
Of  the  remaining  16  officers  who  served  as  senior  engineer  officers  of 
battle  ships  durmg  some  portion  of  the  recent  long  cruise  of  the  At- 
lantic Fleet,  only  4  have  had  navy-yard  exi)erience  of  any  kind,  1 
having  served  one  and  one-half  montKs  ina  navy-vard,  1  four  months, 
1  <^even  and  one-half  months,  and  1  fourteen  and  two-thirds  months. 
In  short,  of  the  24  officers  who  had  charge  of  machinerj-  during  this 
cruise  only  4  had  navy-yard  exj^erience,  and  only  3  had  any  other 
shipyard  experience,  tfie  maximum  shipyard  or  navy-yard  experience 
bemg  less  than  fift.een  months. 

'Hie  foregoing  statements  of  fact,  which  are  taken  from  official 
rBooi:dd,  form  a  most  complete  refutation  of  that  statement  of  the 
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majority  which  indicates  that  the  excellent  results  obtained  in  man- 
aging tne  propelling  machinery  of  vessels  of  the  Atlantic  Fleet  were 
due  to  navy-yard  experience  of  the  officers  in  charge  of  such  ma- 
chinery. , 

The  other  points  raised  by  the  majority  in  their  '* Statement  B-4" 
are  sufficiently  well  covered  in  the  previous  minority  **  Statement 
B-3,"  and  do  not  seem  to  require  further  comment  at  this  time, 
other  than  to  invite  particular  attention  to  that  portion  of  the  testi- 
mony of  the  Secretary  of  the  Navy  before  the  House  Naval  Commit- 
tee, in  which  specific  questions  were  asked  as  to  the  propriety  of 
having  naval  constructors  as  managers  of  manufacturing  depart- 
ments, and  the  replies  of  the  Secretary  of  the  Navy  to  such  mquiries. 
Very  pertinent  testimony  upon  this  point  will  be  found  on  pages 
872,  873,  and  874  of  Hearing  No.  60  before  the  Committee  on  Naval 
Affairs,  House  of  Representatives,  February  4,  1909. 

In  this  connection  attention  is  invited  to  the  fact  that  naval  con- 
structors are  selected,  as  has  been  stated  by  a  former  Secretary  of  the 
Navy,  *'from  the  most  promising  graduates  of  the  Naval  Academy,'' 
and  have  subsequently  been  given  verv  thorough  techincal  trainmg 
at  colleges  of  the  highest  standing.  The  character  of  this  training 
and  the  method  of  selecting  officers  nave  been  fully  set  forth  in  reports 
of  the  Secretary  of  the  Navy  and  the  Chief  of  the  Bureau  of  Con- 
struction and  Repair,  and  have  been  alluded  to  in  *' Statement  B-3" 
of  the  minority. 

The  recommendation  of  the  majority  that  a  line  officer,  and  only  a 
line  officer,  should  be  eligible  as  manager  of  the  manufacturing  de- 
partment of  a  navy-yard  is  illogical,  and  if  their  position  were  correct 
would  naturally  result  in  changing  our  method  of  training  and  keep- 
ing technical  officers  at  sea  the  greater  part  of  their  lives,  instead  of 
training  them  in  their  own  particular  duties  on  shore,  as  is  the  in- 
variable practice  of  successiul  private  shipbuilding  establishments. 

The  necessarily  limited  tenure  of  office  of  the  manager  of  the  man- 
ufacturing department,  if  chosen  from  the  line,  would  seriously 
militate  against  the  efficiency  of  that  department,  since  nothing  is 
more  fatal  to  economical  and  efficient  administration  of  a  manufac- 
turing department,  no  matter  where  situated,  than  frequent  change 
in  the  head  thereot.  If  it  should  be  suggested  that  the  *'line  officer 
manager*^  would  have  a  long  term  of  such  duty,  such  a  condition 
would  involve  the  renunciation  by  that  officer  of  his  ambition  to  excel 
in  hds  own  particular  branch.  In  its  '^Statement  B-3''  the  minority 
has  treated  this  subject  at  greater  length,  and  does  not  consider  it 
necessary  to  comment  further  in  this  connection,  except  to  auote 
from  two  hearings  of  the  Secretary  of  the  Navy  before  the  House 
Committee  on  Naval  Affairs. 

Extract  from  testimony  of  the  Secretary  of  the  Navy  before  the 
House  Committee  on  Naval  Affairs,  January  28,  1908: 

'^Mr.  Bates.  In  your  opinion,  Mr.  Secretary,  is  there  not  a  good 
deal  of  incongruity  in  taking  a  man  who  has  been  educated  at  An- 
napolis, and  who  has  been  treading  the  deck  of  a  vessel,  and  putting 
him  immediately  in  charge  of  a  manufacturing  plant,  and  that  only 
for  two  years? 

**Mr.  Newberry.  I  would  rather  be  excused  from  criticising. 
[Laughter.]  I  am  wUling  to  volunteer  my  opinion  on  any  subject, 
but  I  would  rather  not  be  asked  to  criticise. 
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''Mr.  Bates.  I  appreciate  your  situation. 

*'Mr.  Nbwberrt.  I  will  say,  though,  that  the  thought  can  not  help 
occurring  to  anybody  that  is  interested  that  the  present  custom 
probably  came  about  because  in  the  nature  of  things  a  naval  officer 
can  not  be  expected  to  remain  constantly  at  sea.  He  must  have 
some  time  ashore.  It  might  be  just  as  well,  in  some  cases,  if  they 
were  provided  with  a  nice  home  up  on  the  mountains  somewhere 
where  they  could  rest.  A  great  many  of  them  are  efficient,  but  some 
of  them  are  simply  'ashore."' 

And  again,  before  the  Senate  Naval  Committee  on  February  1, 
1909,  the  Secretary  of  the  Navy  made  the  following  statement: 

''It  is  a  very  radical  change  of  duty  for  a  man  to  step  from  the 
auarter-^leck  of  a  ship  under  mihtary  administration  into  a  machine 
snop  full  of  first-class  civilian  machinists  and  be  capable  of  changing 
his  entire  nature  and  trainiiig  from  military  administration  on  a  ship 
to  the  civilian  administration  of  a  machine  shop,  and  it  has  not 
always  been  advantageous  to  have  it  done." 

The  minority  does  not  question  the  capacity  of  certain  selected 
officers  of  the  line  to  discharge  almost  any  duty  in  a  most  creditable 
manner,  but  this  is  because  they  are  omcers  of  exceptional  ability 
and  not  because  they  are  line  officers.  To  assume,  nowever,  that 
the  average  officer  of  the  line  of  the  rank  of  captain  or  commander 
is,  by  the  nature  of  his  training,  better  adapted  to  manage  a  large 
manufacturing  establishment  than  officers  whose  preliminary  training 
has  been  identical  with  that  of  the  line  officer,  and  whose  original 
training  has  been  supplemented  by  extensive  post-graduate  educa- 
tion, and  whose  service  has  been  continuously  devoted  to  technical 
subjects,  without  too  frequent  interruption  of  periods  of  sea  duty, 
is  to  assume  that  the  man  who  has  been  thoroughly  trained  in  his 
profession  is  less  valuable  than  a  man  whose  training  has  been  more 
or  less  superficial  and  intermittent. 

The  mmority  is  of  the  opinion  that  the  organization  of  manufac- 
turing departments  as  provided  under  existing  regulations,  general 
orders,  and  explanatory  memoranda  is  entirely  logical,  and  if  given 
a  fair  trial  will  prove  its  efficiency  and  will  result  eventually  in  very 
considerable  economies  being  effected. 

The  minority  therefore  strongly  recommends  that  no  change  what- 
ever be  made  m  the  general  character  of  the  existing  organization  of 
manufacturing  departments  at  navy-yards  until  such  organizations 
have  been  given  a  thorough  trial  under  normal  conditions. 

The  minority  furthermore  recommends  that  naval  officers  of  junior 
^ades  other  tnan  naval  constructors  be  given  opportunity  to  serve 
in  the  manufacturing  departments  of  navy-yards,  m  order  that  they 
may  obtain  the  experience  which,  in  the  opinion  of  the  majority,  is 
so  essential  for  their  proper  development  as  seagoing  officers  of  the 
line. 

The  minority  has  already  pointed  out  in  ''Statement  B--3"  that 
such  service  can  not  properly  be  regarded  as  in  any  sense  contrary 
to  any  existing  provision  of  law.  If,  however,  it  should  be  held 
otherwise,  the  mmority  recommends  that  immediate  steps  be  taken 
to  provide  for  the  revision  of  the  law  in  such  manner  as  will  permit 
the  personnel  of  the  navy  to  perform  the  work  of  the  navy  in  the 
most  efficient  manner  possible. 

W.  L.  Capps, 
Chief  Oanstructor,  U.  S.  Navy, 
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The  Paymaster-General  entirely  concurs  in  the  foregoing  dissent- 
ing report  of  the  Chief  Constructor,  and,  in  addition  thereto,  he  begs 
to  point  out  how  this  recent  bureau  and  yard  consolidation  has  be^ 
historically  paralleled  in  the  record  of  the  Pay  Corps  of  the  Navy. 

When  Mr.  Whitney  became  Secretary  of  the  Navy  in  March,  1885, 
he  foimd  each  bureau  with  its  separate  stores  just  as  they  had,  pre- 
vious to  the  recent  consoUdation,  separate  shops.  Bids  were  opened 
by  the  several  bureaus  and  the  purchases  were  made  by  the  pay- 
masters upon  the  orders  of  the  cniefs  of  those  bureaus,  stores  were 
retained  independently  and  indefinitely  under  the  custody  of  the 
biu"eau  representatives  at  the  yards,  and  though  one  bureau — say  the 
Bureau  oi  Equipment — might  have  a  large  quantity  of  tools  and 
hardware  on  hand  bought  from  equipment  appropriations,  thi 
Bureau  of  Construction  and  Repair,  which  needed  some  of  these, 
could  not  obtain  them  and  had  to  buy  them  anew.  The  result  was 
accumulations,  which  were  selfishly  used  by  each  bureau  for  its  own 
purposes  alone,  and  not  for  the  general  good  of  the  navy.  Mr. 
Whitney  determined  to  consolidate  the  functions  of  storekeeping,  of 
purchases  of  all  stores,  and  the  keeping  of  all  accounts  under  a 
single  bureau,  just  as  Mr.  Newberry  determined  to  concentrate  under 
another  bureau  a  hke  operation  as  regards  the  several  shops  in  the 
navy-yards.  As  was  done  by  the  late  Secretary  in  shop  consoUda- 
tion, m  the  same  manner  Mr.  Whitney  commenced  the  preliminary 
concentration  of  stores  some  time  before  the  appearance  of  the  order. 
On  December  4,  1886,  General  Order  No.  355  was  issued.  This  was 
explained  by  subsequent  circulars  during  the  same  month,  exactlv 
as  Mr.  Newberry  issued  General  Order  No.  9  and  the  circulars  fol- 
lowing it.  Just  as  Mr.  Newberry  consohdated  the  industrial  func- 
tions of  the  yards  under  the  Bureau  of  Construction  and  Repair,  se 
Mr.  Whitney  consolidated  all  the  storekeeping  under  the  Biureau  of 
Provisions  and  Clothing  (as  the  present  Bureau  of  Supplies  and 
Accounts  was  then  called). 

Then,  as  now,  as  the  undersic:ned  kno\^'s  from  personal  experienoe, 
the  same  arguments  were  made  against  the  consolidation,  under  a 
so-called  nontechnical  and  nonmilitary  bureau,  of  all  stores,  the 
knowledge  of  which  was  claimed  to  be  necessary  to  the  line  and 
other  officers  of  the  navy.  It  was  vigorously  pointed  out  that  pay- 
masters were  not  fitted  by  traimng  and  experience  to  do  this  work, 
and  that  a  very  important  element  m  the  educative  training  of  other 
oflScers  would  be  taken  away  from  tliem ;  that  it  would  be  extravagant . 
that  it  would  cause  delavs  and  interference,  and  that  the  general 
storekeeper  (as  the  storekeeping  paymaster  was  denominated)  was 
unfitted  to  make  the  proper  selections  and  keep  the  stock  in  proper 
condition;  that  this  could  only  be  done — in  the  main — by  fine 
officers.  Then,  as  now,  there  were  stumbles  and  alterations  (for 
instance,  the  general  storekeeper  system,  as  it  was  called,  was  at  first 
extended  to  ships,  and  it  was  found  that  the  time  was  not  ripe  for 
such  development) ;  many  stores,  such  as  the  nautical  and  tecnnical 
instruments,  flags,  books,  etc.,  of  equipment  were  held  to  be  exempt 
from  the  control  of  paymasters  and  still  remained  with  the  repre- 
sentatives of  that  bureau.  But  in  1895  these  articles  were  turned 
over  to  the  general  storekeeper,  and  the  undersigned  has  yet  to  hear 
of  any  complaint  that  they  are  not  properly  cared  for. 

The  antagonism  extended  througn  years,  but  in  the  face  of  all 
arguments,  m  the  face  of  temporary  failures;  and  in  the  face  of  a 
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piaotically  united  oppoaition  of  the  whole  navy,  with  a  Pay  Corps 
then  composed  very  largely  of  men  who  had  fought  through  the  civil 
war,  who  had  passed  the  meridian  of  life,  and  many  of  whom  were 
opposed,  this  consolidated-store  system  under  the  paymasters,  with 
aU  its  initial  defects,  has  received  the  support  of  every  Secretary  of 
the  Navy  from  Mr.  Whitney  down  to  the  present  day,  and  now  many 
of  the  very  men  who  in  1887,  and  for  a  decade  thereafter,  were  so 
violently  in  opposition  to  it  are  its  strongest  supporters;  and  it  is  not 
shown  or  claimed  that  the  efficiency  of  the  navy  has  suffered;  that 
the  education  of  the  line  officers  has  been  defective,  or  that  they 
have  to-day  any  less  knowledge  of  the  stores  and  material  which 
they  use  afloat  than  they  would  have  had  imder  a  continuance  of  the 
old,  individual-bureau  system  of  purchase  and  separate  storehouses. 

E.  B.  Rogers, 
Paymaster-Oeneral,  V.  S.  Navy. 


Appendix  C. 

precept  op  board. 

Navt  Department, 
Washington,  D.  C,  March  $5, 1909. 

Sir:  A  board  is  hereby  appointed ,  consisting  of  youraelf  as  senior  member;  Rcor- 
Admiralfl  William  S.  Cowles,  U.  S.  Navy,  retired;  nichard  Wainwright,  U,  S.  Navy: 
William  P.  Potter,  U.  S.  Navy;  and  Newton  E.  Mason,  U.  S.  Navy;  Engineer  in  Chief 
John  K.  Barton,  U.  S.  Navy,  retired;  Paymaster-General  Eustace  B,  Rogers,  U.  S. 
Navy;  Chief  Constructor  Washington  L.Capps,  U.S.  Navy;  Civil  Engines  Richard  C. 
HoUyday,  U.  S.  Navy-  and  Captain  Hugo  Osterhaus,  U.  S.  Navy,  as  members,  and 
Commander  John  M.  Foyer,  U.  S.  Navy,  retired,  recorder,  to  convene  at  the  Navy 
Department,  Washington,  D.  C,  at  10  a.  m.,  March  29, 1909,  for  the  purpose  of  making 
recommendations  regarding  a  revision  of  certain  portions  of  the  United  States  Navy 
Rqmlations,  edition  of  19(^,  copies  of  which  are  inclosed  herewith. 

The  first  chapter  of  these  regulations  was  rewritten  after  the  remainder  of  the  text 
went  to  press;  it  is  conflicting  m  certain  particulars,  and  the  provisions  of  the  follow- 
ing chapters  require  modification  in  order  to  conform  with  the  changed  duties  assigned 
to  the  different  bureaus  of  the  Navy  Department. 

The  board  will  make  such  recommendations  as  are  deemed  necessary  or  desirable  to 
reconcile  the  existing  discrepancies  in  Chapter  I  and  to  cause  the  provisions  of  the 
subsequent  chapters  to  conform  to  the  duties  as  therein  outlined. 

In  taking  up  the  questions  submitted  to  the  board,  as  indicated  above,  the  depart- 
ment desires  that  the  board  shall  confine  itself  chieny  to  recommendations  that  will 
reconcile  conflicting  instructions  that  have  been  incorporated  in  the  Regulations  and 
in  the  orders  iasued  to  the  commandants  of  navy-yards  regarding  reorganization  of 
bureaus  and  consolidation  of  work. 

It  is  not  the  intention  of  the  department  to  depart  from  the  '-'^neial  plan  of  consoli- 
dation and  reorganization  as  laid  down  by  the  regulations  and  the  general  orders  issued 
until  this  plan  nas  been  given  a  fair  tost.  There  will  probably  be  found  alter  trial 
that  many  improvements  are  desirable  and  necessary  for  the  efficiency  of  the  navy  in 
the  methods  as  tentatively  laid  down.  It  is  the  intention  of  the  department,  after  a 
BuflScient  time  has  been  given  to  test  the  plan  in  its  present  general  form,  to  order  a 
board  of  oflicers  to  make  such  recommendations  as  may  be  found  to  be  desirable. 

At  the  same  time,  it  is  not  intended  that  the  board' shall  refrain  now  from  making 
any  recommendation  that  will  in  its  opinion  increase  the  efficiency  of  the  service 
under  the  present  plan  of  reorganization  and  consolidation;  and  if  the  board  believes 
that  the  present  pum  may  be  improved  in  its  details,  recommendation  will  be  made 
accordingly. 

The  department  also  forwards  herewith,  for  the  consideration  of  the  board,  the 
following  papers:" 

(1)  A  commui-irati  >ti  from  the  Bureau  of  Yards  and  Docks  relative  to  design  and 
construction  of  public  works. 

«  Not  reproduced  here. 

Digitized  by  VjOOQ  IC 


80      FBOPOSED  BEOBQANIZATION  OF  KAVT  DEPABTMENT. 

^2)  A  communication  from  the  Bureau  of  Equipment  relative  to  electrical  appliances. 
i3)  A  communication  from  the  same  bureau  relative  to  coal  and  water,  etc. 

(4)  A  communication  from  the  equipment  officer,  U.  S.  S.  Salein.  relative  to 
duties  and  responsibilities  regarding  the  coal  and  water  received  on  board  that  vesBel. 

(5)  A  copy  of  General  Order  No.  9. 
A  copy  of  General  Order  No.  13. 

A  copy  of  Memorandum  for  Commandants,  dated  January  25,  1909. 
A  copy  of  Memorandum  for  Commandants,  dated  February  18,  1909. 

x;eed  to  Washington,  D.  C,  report  at  the  Navy  Department,  and  assemble  the 
board  at  the  time,  date,  and  place  specified. 

The  members  and  recorder  of  the  board  have  been  directed  to  report  to  you  for  this 
duty. 

Upon  the  completion  of  this  duty  you  will  submit  a  report  in  the  premises  to  the 
department,  return  to  Newport,  R.  I.,  and  resume  your  present  duties. 

It  is  desirable  that  the  Doard  submit  its  recommendations  at 'as  early  a  date  as 
practicable. 
This  is  in  addition  to  your  present  duties. 

G.  V.  L.  Meter, 
Secretary  of  the  Ncmy, 
Hear- Admiral  Gha&lbb  S.  Sperrt,  U.  S.  N., 

Naval  War  College,  Newport,  R.  L 


Appendix  B, 
disposmon  of  papers. 

1.  A  communication  from  the  Bureau  of  Yards  and  Docks  relative  to  design  and 
construction  of  public  works.     Returned  herewith. 

2.  A  communication  from  the  Bureau  of  Equipment  relative  to  electrical  appliances 
and  accompanying  endorsement  by  the  Bureau  of  Ordnance.    Returned  herewith. 

3.  A  communication  from  the  Bureau  of  Equipment  relative  to  coal  and  water. 
Returned  herewith. 

4.  A  communication  from  the  equipment  officer,  U.  8.  S.  Salem,  relative  to  coal 
and  water.    Returned  herewith. 

5.  General  Order  No.  9.    Returned  herewith. 

6.  General  Order  No.  13.  Returned  herewith. 

7.  A  copy  of  Memorandum  for  Commandants,  dated  January  25,  1909.  Returned 
herewith. 

8.  A  copy  of  Memorandum  for  Commandants,  dated  February  18, 1909.  Returned 
herewith. 

9.  Memorandum  from  Lieut.  Commander  Chandler  relative  to  the  revision  of  the 
Navy  Regulations.  Withdrawn  by  the  department's  letter  No.  963-379,  of  April  30, 
1909,  and  returned  by  endorsement  dated  Mav  4. 

10.  A  communication  from  the  pay  officer  of  the  Idaho  relative  to  checkage  of  pay 
of  officers  and  men  for  loss,  damage,  destruction  of  public  property.  Withdrawn  by 
the  department's  letter  No.  963-379,  of  April  30,  1909,  and  returned  by  endorsement 
dated  May  4. 

11.  Communication  from  the  commandant,  navy-yard,  Puget  Sound,  requesting 
information  as  to  the  proper  titles  of  signed  papers.  Withdrawn  by  the  department^ 
letter  No.  936-379,  of  April  30,  1909.  and  returned  by  endorsement  dated  May  4. 

12.  Communication  from  the  major-general,  commandant,  U.  S.  M.  C,  requesting 
certain  changes  in  the  regulations  affecting  marines.  Withdrawn  by  the  depart- 
ment's letter  No.  936-379,  of  April  30,  1909,  and  returned  by  endorsement  (kted  May 
4, 1909. 

13.  Communication  from  the  commander  in  chief,  U.  S.  Atiantic  Fleet,  relative 
to  certain  conflicts  in  the  Navy  Regulations.  Withdrawn  by  the  department's  letter 
No.  936-379,  of  April  30, 1909,  and  returned  by  endorsement  dated  May  4, 1909. 

14.  Communication  relative  to  Circular  No.  1,  entitied  "An  association  to  promote 
the  study  of  naval  administration."  Withdrawn  by  the  department's  letter  No. 
936-379,  of  April  30, 1909,  and  returned  by  endorsement  dated  May  4, 1909. 

15.  Letter  from  the  commandant,  navy-yard,  Philadelphia,  relative  to  circular 
letter  from  the  Bureau  of  Construction  and  Repair,  to  Naval  Constructor  Stahl,  on  the 
subject  of  standing  job  orders,  with  enclosure  and  endorsement,  not  forwarded 
through  the  department.    Withdrawn  by  the  department  and  returned  April  27. 

16.  Commimication  from  the  Bureau  of  Ordnance,  inviting  attention  to  omission 
of  paragraph  6,  article  7,  Navy  Regulations,  1905,  from  the  edition  of  1909.  Returned 
herewith. 
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17.  Letter  from  the  commandant,  navy-yard,  Philadelphia,  in  reply  to  department's 
letter  to  commandants  of  navy-yards,  requesting  report  on  the  present  status  of  shops 
and  work  at  various  yards  as  aresult  of  the  recent  reorganization .    Returned  herewitn, 

18.  Letter  of  the  commandant,  navy-yard,  Boston,  in  reply  to  the  department's 
letter  to  commandants  of  navy-ysurds,  requesting  report  on  the  present  status  of  shope 
and  w(»>k  at  various  yards  as  a  result  of  the  recent  reorganization.    Returned  herewith . 

19.  Letter  of  the  commandant,  navy-yard,  Norfolk,  in  reply  to  department's  letter 
to  commandants  of  navy-yards,  requesting  report  on  the  present  status  of  shops  and 
work  at  various  yards  as  a  result  ot  the  recent  reorganization.    Returned  herewith. 

20.  Letter  of  the  commandant,  navy-yard,  New  York,  in  reply  to  department's 
letter  to  commandants  of  navy-yards,  requesting  report  on  the  present  status  of  shops 
and  work  at  various  yards  as  a  result  of  the  recent  reorganization,  including  papers 
referred  April  26.    Returned  herewith.  , 

21.  Letter  of  the  commandant,  navy-yard,  Portsmouth,  N.  H.,  in  reply  to  depart- 
ment's letter  to  commandants  of  navy-yards,  reouesting  report  on  the  present  status 
of  shops  and  work  at  various  navy-yards  as  a  result  of  the  recent  reorganization.  Re- 
tumea  herewith. 

22.  Report  of  the  General  Inspector  of  Equipment  relative  to  work  at  various  navy- 
yards.    Returned  herewith. 

23.  Report  of  the  General  Inspector  of  Ordnance  relative  to  work  at  various  navy- 
yards.    Returned  herewith. 

24.  Letter  of  the  commandant,  navy-yard,  Mare  Island,  Cal.,  dated  April  22,  1909, 
in  reply  to  the  department's  letter  to  commandants  of  navy-yards  requesting  report 
on  the  present  status  of  shops  and  work  at  the  various  yards  as  the  result  of  the  recent 
reorganization.    Returned  herewith. 

25.  Letter  of  the  commandant,  navy-yard,  Puget  Sound,  Wash.,  dated  April  22, 
1909,  in  reply  to  department's  letter  to  commandants  of  navy-yards  requesting  report 
on  the  present  status  of  shops  and  work  at  the  various  yards  as  the  result  of  the  recent 
reorganization.    Returned  herewith. 

Appendix  P. 

COMPOSITION  OF  SUBCOHlCrTTBBS. 

The  composition  of  the  subcommittees  appointed  by  the  senior  member  to  consider 
the  divisions  of  the  report  and  submit  recommendations  to  the  whole  board  is  indi- 
cated in  the  following  statement: 

DIVISION  A. 

(1)  Changes  deemed  necessary  to  reconcile  existing  discrepancies  in  Chapter  I 
were  recommended  by  the  following  subcommittee: 

Rear-Admiral  N.  E.  Mason,  U.  S.  N. 
Paymaster-General  E.  B.  Rogers,  U.  S.  N. 
Captain  Hugo  Osterhaus,  U.  S.  N. 

(2)  Changes  deemed  necessary  to  cause  the  provTsions  of  the  subsequent  chapters 
to  conform  to  the  duties  as  outlined  in  Chapter  I,  as  amended,  were  recommended 
by  the  following  subcommittee: 

Engineer  in  Chief  J.  K.  Barton,  U.  S.  N.,  retired. 
Paymaster-General  E.  B.  Rogers,  U.  S.  N. 
Captain  Hugo  Osterhaus,  U.  S.  N. 

DIVISION  B. 

(1)  Changes  recommended  in  Chapter  I,  that  will,  in  the  board's  opinion,  increase 
the  efficiency  of  the  service  under  tne  present  plan  of  reorganization  and  consolida- 
tion, were  recommended  by  the  following  subcommittee: 

Rear-Admiral  N.  E.  Mason,  U.  S.  N. 
Paymaster-General  E.  B.  Rogers,  U.  S.  N. 
Captain  Hugo  Osterhaus,  U.  S.  N. 

(2)  The  statement  of  general  principles  under  which  the  subsequent  chapters,  and 
more  particularly  Chapter  XXXYII,  should  be  modified,  in  order  to  conform  to  the 
changes  recommended  in  Chapter  I,  was  suomitted  as  a  majority  report  of  the  following 
BUbcommittee: 

Rear-Admiral  Richard  Wainwright,  U.  S.  N. 
Rear-Admiral  W.  P.  Potter,  U.  S.  N. 
Chief  Constructor  W.  L.  Capps,  U.  S.  N. 
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(3)  The  chief  constnictor  submitted  a  minority  report  of  the  general  priiieijpIeB 
under  which  the  subsequent  chaptera,  and  more  particularly  Cnapter  XXXvII, 
should  be  modified. 

(4)  Captain  Osterhaus  submitted  a  statement  of  general  principles  under  wMch  the 
subsequent  chaptera,  and  more  particularly  Chapter  XXXVII,  should  be  mocfified; 
this  substitute  was  accepted  by  Rear- Admiral  Wainwrieht  on  behalf  of  the  majority 
of  the  subcommittee.  The  chief  constructor  dissentea  from  the  acceptance  of  the 
substitute. 

Statement  B-2. 

Majority  report  of  subcommittee,  of  which  Rear-Admiral  Wainwright  is  chairman, 

Apkil  1&,  1909. 
Sir:  The  subcommittee  is  of  the  opinion  that: 

1.  The  navv-yards  were  created  and  exist  solely  for  the  purpose  of  placing  and 
maintaining  tne  fleet  in  an  efiicient  condition. 

2.  The  highest  efficiency  of  the  fleet  demands  the  close  interrelation  between  the 
work  of  the  fleet  and  all  work  at  the  navy-yards  and  stations. 

3.  The  efficiency  of  the  fleet  not  only  reauires  that  the  design  of  repairs  and  improve- 
ments should  be  under  the  si^pervision  of  the  class  of  officers  who  are  intrustea  wi& 
its  management,  but  it  also  requires  that  the  younger  ofllcers  of  this  class  shall  have 
the  experience  that  can  only  be  gained  by  inspecting  and  supervising  such  repairs. 

4.  Tne  splendid  record  made  by  the  fleet  dunng-its  recent  cruise  around  the  world 
of  being  so  independent  of  repair  shops  demonstrates  the  desirability  of  continuing 
a  system  of  technical  training  which  made  this  possible. 

5.  To  deprive  the  young  line  officers  of  the  experience  they  have  formerly  had  in 
the  drafting  rooms  and  shops  would,  it  is  believed,  be  a  serious  detriment  to  the  fleet. 

6.  The  efficiency  of  the  navy-yards  and  stations  for  the  purpose  for  which  they 
exist  demands: 

First,  direct  control  of  the  consolidated  manufacturing  department  by  officers, 
whose  experience  afloat  as  commanding  and  executive  omcers  in  the  organization, 
management,  and  coordination  of  all  departments  of  our  ships  enables  them  to  look 
in  a  broad-minded  way  on  both  the  military  and  technical  sides  of  questions  of  man- 
agement. 

And,  second,  direct  supervision  of  work  under  the  Bureaus  of  Ordnance,  Equip- 
ment, Steam  Engineering,  and  Construction  and  Repair,  by  technical  experts  who 
have  had  experience  in  the  management  of  the  correeponaing  departments  under 
service  conditions  afloat. 

7.  The  subcommittee  therefore  recommends  that,  in  order  to  comply  with  statute 
law  and  enable  the  department  to  combine  the  good  features  of  the  principle  of  con- 
solidation with  those  of  supervision  and  inspection  by  technical  experts  representing 
both  line  and  staff,  the  following  scheme  be  adopted: 


a.8.K.  ICsrlncs. 

BXBCUTIVB 


COMMANDANT 

M.A8. 


TRANSPORTATION. 


(3)  (4) 

Sqpt.  C.  A  R. 


Tbe  CommflndaDt, 
The  Assistant, 
or  Executive, 
Inspectors. 

1.  The  commandant  to  be  in  entire  control,  actual  as  well  as  nominal,  of  every 
branch,  military  and  mechanical,  of  the  yard  under  his  command,  subject  only  to 
the  Navy  Department. 

2.  The  assistant  or  executive,  to  be  provided  for  the  commandant,  shall  be  the 
executive  provided  for  by  section  1469  of  the  Revised  Statutes,  and  shall,  under  the 
commandant  and  as  " executive, '^  be  the  manager  of  the  mechanical  department. 
Section  1469  of  the  Revised  Statutes,  referred  to  above,  reads  as  follows: 

"Sec.  1469.  The  Secretary  of  the  Navy  may,  in  his  discretion,  detail  a  line  officer 
to  act  as  the  aid  or  executive  of  the  commanding  officer  of  a  vessel  of  war  or  naval 
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station,  which  officer  shall,  when  not  impracticahle,  be  next  in  rank  to  fiaid  com- 
manding officer.  Such  aid  or  executive  phall,  while  executing  the  orders  of  the 
commanding  officer  on  board  the  vesHel  or  at  the  station,  take  precedence  over  all 
officers  attaoied  to  the  vessel  or  station.  All  orders  of  such  aid  or  executive  shall 
be  r^;arded  as  proceeding  from  the  commanding  officer,  and  the  aid  or  executive 
■hall  have  no  inaopendent  authority  in  consequence  of  such  detail." 

3.  Each  inspector  will,  under  the  executive,  have  charge  of  the  planning,  prep- 
aration of  drawings,  8p(v?ifications,  and  estimates  for  and  carrying  to  ultimate  com- 
pletion of  all  work  plat^'d  under  his  charge. 

4.  Inspectors  will  include  an  inspector  of  public  works  (Y,  &  D.),  an  inspector  of 
equipment,  an  inspector  of  ordnance,  an  inspector  of  construction  (C.  &  R.),  an 
inspector  of  machinery  (S.  E.). 

5.  There  shall  be  But  one  labor  roll,  and  all  workmen  shall  be  under  the  direct 
control  of  the  executive. 

R.  Wainwrioit, 
Rear-Admiral,  U.  S.  Navy,  (Chairman, 
W.  P.  Potter. 
Rear-Admiralj  U,  S.  Navy,  Member. 
Rear-Admiral  C.  S.  Spebry,  U.  S.  Navy, 

Senior  Member  of  Board  on  RegulationB. 

Statement  B-3. 

Minority  report  of  the  eubeommiftee  (of  which  Rear-Admiral  Wainn right  is  ehairmnn) 

appointed  by  the  senior  member  of  board  to  prepare  a  menwranduvi  on  which  could  be 

based  subseqtient  changes  in  the  Regulations^  and  particularly  in  ('hapter  XXX  VII 

thereof,  to  conform  to  changes  recommended  by  the  board  on  regulations  under  its  ** State- 

mmt  6," 

Navy  Department, 
Washington,  D.  C,  April  iS,  1909. 

The  report  of  the  majority  of  the  committee,  paragraphs  I  and  2,  is  as  follows: 

"1.  The  navy-vards  were  created  and  exist  solely  for  the  purpose  of  placing  and 
maintaining  the  fleet  in  an  efficient  condition. 

'*2.  The  nighest  efficiency  of  the  fleet  demands  the  close  interrelation  between 
the  work  of  the  fleet  and  all  work  at  the  navy-yards  and  stations  " 

The  minority  concurs  in  the  statements  contained  in  the  above-noted  paragraphs, 
except  that  paragraph  1  could  very  properly  be  amplified  to  read  aa  follows: 

The  navy-yards  were  created  and  exist  solely  for  tnc  purpose  of  building,  repairing, 
supplying,  and  maintaining  the  fleet  in  an  efficient  conaition,  both  as  regiirds  material 
and  i)erBonnel. 

This  amplification  would  appear  essential  in  view  of  the  fact  that  the  larger  navy- 
yards  have  extensive  storehouses,  containing  general  supplios,  also  munitions  of  war, 
and  are  also,  in  most  instances,  recruiting  stations  and  hospitals.  It  is  likewise  true 
that  several  are  equipped  for  building,  and  have  built,  vessels  for  the  navy,  and  the 
best  interests  of  the  ser\dce  re(|uire  that  at  least  one  yard  on  the  Atlantic  coast  and  one 
yard  on  the  Pacific  coast  continue  to  be  used  for  building  purposes. 

Paramiph  3  of  the  majority  report  states  that— 

''3.  The  efficiency  of  the  fleet  not  onlv  requires  that  the  design  of  repairs  and  im- 
provements should  be  under  the  supervfsion  of  the  class  of  officers  who  are  intrusted 
with  its  management,  but  it  also  requires  that  the  ^^ounger  officers  of  this  cla.ss  shall 
have  the  experience  that  only  can  be  gained  by  inspecting  and  supervising  such 
repairs.'* 

It  is  believed  that  in  no  other  navy  in  the  world  does  the  seagoing  military  branch  of 
the  service  have  greater  opportunity  to  suggest  and  to  take  part  m  improvements  in 
the  material  of  naval  vessels  than  is  now  possible  in  the  Navy  of  the  United  Stales. 
To  aiBume,  however,  that  ''the  design  of  repairs  and  improvements  should  be  under 
the  supervision  of  the  class  of  oflicers  who  are  intrusted  with  its  management"  is  to 
make  an  assumption  which  is  not  warranted  by  the  experience  of  the  mercantile 
marine  or  the  principal  navies  of  the  world.  As  a  matter  of  fact,  the  greatest  of  all 
navies — the  navy  upon  which  the  very  life  of  the  country  must  depend  in  time  of  war, 
nair.ely,  the  British  Na\'y — is  conspicuous  for  the  comparative  elimination  of  the  sea- 
going fine  officer  from  the  mechanical  work  of  the  dockyards.  The  most  casual  inspec- 
tion of  the  British  Navy  Lists,  Dockyard  Expense  Accounts,  and  Navy  Estimates  will 
demonstrate  the  truth  of  the  foregoing  statement. 

A  careful  scrutiny  of  the  latest  British  Navy  Estimates— those  for  1909-10-  shows 
that  in  the  five  principal  (look>'ards  of  Portsmouth,  Devonport,  Chatham,  Sheemess, 
imd  Pembroke  there  are  only  12  line  officers  borne  for  navy-yard  duties,  while  the 
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constructive  department  of  thoee  yards  has  50  constructors.  Portsmouth — which  is 
the  largest  British  dockyard — ^has  3  line  officers,  7  engineer  officers  (including  I  borne 
for  gun-mounting  work),  and  20  constructors.  I  have  yet  to  learn  of  any  allegation  of 
incompetency  of  seagoing  line  officers  of  the  British  Navy  or  inefficiency  of  the  material 
of  the  ships  by  reason  of  this  comparative  nonparticipation  of  line  officers  in  dockyard 
work. 

In  spite  of  the  practice  in  the  British  Navy,  however,  I  am  of  the  opinion  that  the 
custom  in  the  United  States  Navy  of  having  snips'  officers  in  close  touch  with  the  work 
of  repairs,  and  having  officers  of  the  line  on  duty  at  navy-yarda  and  shipyards  as  in- 
spectors of  work  in  progress,  is  wise  and  productive  of  good  results.  The  nunSber  of 
officers  so  aesiijned  must  be  very  limited,  however,  if  due  regard  is  paid  to  econcmy 
and  the  necessities  of  the  fleet. 

In  every  profession  specialization  is  now  regarded  as  essential  in  order  that  the  best 
results  may  be  obtained.  The  management  and  control  of  nhipbuilding  and  repair 
work  at  navy-yards  can  only  be  accomplished  with  the  highest  eliiciency  by  those  who 
have  had  special  preparation  for  such  work  and  extensive  practical  experience. 

Unquestionably  the  most  important  work  of  seagoing  officers  is  their  professional 
work  while  attached  to  seagoing  vessels.  Even  under  present 'conditions  the  greater 
part  of  an  officer's  life  must  b^  spent  at  sea  in  order  that  the  best  results  may  be 
obtained. 

Frequent  changes  in  the  manager  and  subordinate  assistants  of  any  private  manu- 
facturing establiehment  insures  certain  disaster,  since  comparative  continuity  of 
management  of  such  establishments  is  essential  if  they  are  to  be  run  efficiently  and 
economically.  Frequent  change  in  the  office  of  manager  of  the  manufacturing  depart- 
ment of  a  navy-yard  would  tend  to  produce  equally  inefficient  results,  and  frequency 
of  change  would  be  imperative  if  sucn  officials  were  chosen  from  seagoing  officers  of  the 
line,  whose  principal  auty  is  necessarily  at  sea.  If  to  this  frequent  change  in  manage- 
ment is  added  a  complete  change  from  the  character  of  work  last  performed  by  officers 
assigned  as  managers,  the  disadvantage  would  be  magnified. 

Paragraphs  4  and  5  of  the  subcommittee's  report  state  that — 

"4.  The  splendid  record  made  by  the  fleet  during  its  recent  cruise  around  the  world 
of  being  so  independent  of  repair  shops,  demonstrates  the  desirability  of  continuing 
a  system  of  technical  training  which  made  this  possible. 

"5.  To  deprive  the  young  line  officers  of  the  experience  they  have  formerly  had  in 
the  drafting  rooms  and  shops  would,  it  is  believed,  oe  a  serious  detriment  to  the  fleet." 

The  minority  is  compelled  to  dispute  the  accuracy  of  the  statement  in  paragraph  4. 
since  it  is  believed  that  a  careful  examination  of  the  records  of  previous  expenence  of 
senior  engineer  officers  of  the  various  vessels  of  the  battle-ship  fleet  would  prove  con- 
clusively that  the  majority  of  such  officers  had  not  had  extrusive  experience  either  in 
navy-yards  or  at  private  shipbuilding  yards.  Such  experience  is  unauestionably 
desirable  for  those  who  are  to  engage  in  design  work,  but  that  extensive  snipyard  and 
navy-yard  experience©  is  essential  for  the  training  of  successful  marine  engineers,  for 
duty  afloat,  is  an  assumption  which  can  not  be  proved  by  the  experience  of  navies  or 
the  mercantile  marine. 

When  ships  are  under  repair  at  navy-yards,  every  opportunity  is  afforded  to  the 
officers  thereto  attached  to  observe  the  methods  of  building  and  repairing  in  progress  at 
those  yards.  Moreover,  under  present  regulations,  all  such  officers  are  given  definite 
responsibility  in  connection  with  repairs  to  the  hulls  and  mechanisms  of  3iips  to  which 
they  are  attached.  To  assume,  however,  that  this  responsibility  should  be  carried 
still  further,  and  that  only  officers  of  the  seagoing  branch  should  have  complete  control 
of  building  and  repairing  work,  is  to  assume  that  long  years  of  training  in  highly  tech- 
nical work  are  without  value,  and  that  seagoing  experience  with  intermittent  and  more 
or  leee  superficial  technical  training  are  alone  capable  of  producing  the  desired  result. 

This  last  claim  is  in  substance  set  forth  in  paragraph  6  of  the  majority  report,  which 
is  as  follows: 

"The  efficiency  of  the  navy-yards  and  stations  for  the  purpose  for  which  they 
exist  demands: 

**  First.  Direct  control  of  the  consolidated  manufacturing  department  by  officers 
whose  experience  afloat  as  commanding  and  executive  officers  in  the  organization, 
management,  and  coordination  of  all  departments  of  our  ships  enables  them  to  look 
in  a  broad-minded  way  on  both  the  military  and  technical  sides  of  questions  of  man- 
agement. 

"And,  second,  direct  supervision  of  work  under  the  Bureaus  of  Ordnance,  Equip- 
ment, Steam  Engineering,  and  Constniction  and  Repair,  by  technical  experts  who 
have  had  exfierienfe  in  the  management  of  the  corresponding  departments  under 
service  conditions  afloat." 

The  foregoing  statement  assumes  that  experience  as  commanding  and  exoeutive 
officera  on  ooard  ship  is  essential  to  enable  the  manager  of  a  lazge  manufacturing 
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establishment,  such  as  a  navy-yard,  to  "look  in  a  broad-minded  way  on  both  the 
military  and  technical  ndea  of  questions  of  management."  If  this  were  true,  our 
private  shipbuilding  establishments  ought,  when  recruiting  from  the  navy,  to  select 
tiieir  managerial  staff  from  officers  of  the  line  of  the  navy,  instead  of  the  construction 
corps,  as  Ims  heretofore  been  the  practice,  it  being  noted  in  this  connection  that 
seven  officers  of  the  construction  corps  have  resigned  during  recent  years  to  accept 
very  attractive  and  lucrative  positions  in  civil  life  as  naval  architects,  managers,  or 
presidents  of  shipbuilding  establishments  or  firms. 

It  has  sometimes  been  asserted  by  naval  officers  and  others — without  contradiction, 
so  &r  as  I  am  aware — that  work  at  navy-yards  was  civil  and  not  military  duty;  that 
the  officers  in  charge  of  such  work,  such  as  constructors,  engineers,  etc.,  should  be 
regarded  as  civilian  and  not  military  officials;  also,  that  the  best  results  could  be 
obtained  b^  eliminating  military  *'red  tape"  and  oi^nizing  such  establishments  on 
a  civil  basis,  with  only  so  much  military  control  injected  as  would  be  uecesvsary  to 
adapt  such  an  oi^ganiiiation  to  the  needs  of  the  fleet.  So  strongly  has  this  idea  of 
nonmilitary  administration  of  navy- yards  been  entertained  by  various  high  authori- 
ties that  bills  embodying  it  have  been  introduced  in  Congress,  and  one  of  the  most 
distinguished  Secretaries  of  the  Navy,  after  an  experience  of  three  years  as  Secretary, 
made  very  definite  recommendations  in  this  connection. 

The  following  extract  is  quoted  from  the  annual  reports  of  the  Secretary  of  the 
Navy,  Hon.  Wuliam  E.  Chandler,  under  date  of  December  1,  1884: 

"Secondly,  a  plan  must  be  adopted  to  fix  with  certainty  the  direct  responsibility 
of  some  one  person  for  the  performance  of  the  work  skillfully,  successfully,  and  eco- 
nomically.   The  present  system  has  two  defects. 

"The  navy-yard  is  a  great  naval  station,  with  an  admiral  or  commodore  in  com- 
mand, surrounded  by  all  the  form  and  ceremony  incident  to  a  military  post.  The 
mechanical  workshops  and  the  officer  in  charge  of  them  are  under  his  control  and 
he  is  supposed  to  be  responsible  for  what  is  done.  However  complete  may  be  the 
military  supervision,  the  technical  oversight  of  the  commander  in  chief  is  usually 
merely  nominal.  Too  many  persons  are  in  form  or  in  fact  connected  with  the  work; 
too  much  routine  and  formality  exist;  promptness  of  decision  and  action  does  not 
prevail,  and  responsibility  for  neglect,  delays,  or  failures  can  not  be  definitely  fixed. 
"The  next  defect  is  of  the  same  character  as  that  which  exists  in  the  organization 
of  the  Navy  Department  itself,  namely,  the  subdivision  of  the  direction  of  work  upon 
vessels  among  tne  naval  constructor,  the  chief  en<?ineer,  and  the  equipment  officer, 
all  three  engaged  upon  one  vessel,  all  having  coordinate  powers,  and  none  of  them 
under  any  control  on  the  spot  except  that  oi  the  line  officer  of  high  rank  who  com- 
mands the  naval  station.  Under  these  circumstances  unity  of  action  and  effective 
'  direction  and  superintendence  in  the  building  or  repairing  of  a  ship  are  impossible. 
"The  remedy  for  these  defects  must  be  found  in  placmg  one  techincal  head — a 
competent  shipbuilder — over  all  the  persons  engagca  in  building  or  repairing  the 
-"hip;  over  the  work  on  the  hull,  the  machinery,  and  the  equipment.  The  difficulty 
of  finding  within  or  without  the  naval  corps  persons  fit  for  the  uervice  required,  and 
of  placing  them  in  their  appropriate  positions  in  the  naval  establishment,  is  recog- 
nized. But  they  must  be  found  if  the  government  workshops  are  to  be  worthy  of 
the  name.    When  found  and  installed  they  must  be  made  in  all  technical  matters 

Eractically  independent  of  the  commanding  officer  of  the  naval  station.  There  can 
e  no  objection  to  the  military  command  of  the  station  exercised  by  the  comman- 
dant, but  it  should  be  confined  to  military  objects,  and  the  superintendent  of  the 
workshop  should  by  the  Navy  Department  be  held  directly  and  solely  responsible 
for  the  work  of  construction,  repair,  and  equipment  under  his  chaise. 

"There  is  something  radically  wrong  in  a  system  which  unites  in  a  single  organism 
a  military  post  with  its  routine,  its  forms  ana  ceremonies,  its  modes  of  official  corre- 
spondence, its  quarters  for  officers,  and  its  drill  grounds  and  barracks,  on  the  one 
hand,  and  a  mechanical  workshop  devoted  to  operations  that  have  not  the  remotest 
coanection  with  the  discipline  of  a  military  service.  The  organization,  the  methods 
of  control  required,  the  objects  to  be  accomplished  are  totally  dissimilar  and  incom- 
patible. It  would  be  wrong  to  undervalue  the  importance  of  military  forms  and 
usages  and  the  elaborate  but  perhaps  necessary  macninery  which  is  a  characteristic 
feature  of  military  administration ;  but  it  is  clear  that  this  is  not  the  kind  of  machinery 
that  belongs  to  a  workshop.  At  the  present  time  navy-yard  administration  is  over- 
loaded with  traditions  ana  customs;  tne  work  is  obstructed  by  a  cumbrous  organiza- 
tion, technical  responsibility  is  lost  in  the  elaborately  gracfed  multitude  ol  semi- 
technical  and  semimUitary  officials;  instead  of  smoothness,  is  to  be  found  friction; 
instead  of  promptness,  delay  and  procrastination;  instead  of  thrift,  extravagance; 
instead  of  unity  of  action,  a  mass  of  discordant  interests.  And  as  if  one  such  estab- 
liahment  were  not  enough  of  a  blunder,  the  national  policy,  under  the  clamor  of 
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localities  seeking  patronage,  has  multiplied  these  military  shops  and  dotted  them  all 
over  the  country,  in  order  that  the  benefits  of  wastefuf  governmental  expenditure 
mav  be  shared  by  many  States. 

''As  a  partial  remedy  for  the  evils  above  .described  it  is  recommended  that  there 
shall  be  tnree  officers,  to  be  known  as  supervising  naval  constructors,  to  be  appointed 
b^  the  President,  by  and  with  the  advice  and  consent  of  the  Senate,  eitner  from 
civil  life  or  from  the  oflScere  of  the  navy,  to  hold  their  offices  until  Bucceasors  are 
appointed,  and  if  appointed  from  the  navy  to  have  the  relative  rank  of  captain  dur- 
ing their  period  of  office.  The  supervising  naval  constructors  so  ap}K)inted  should 
have  direct  charge  of  all  work  now  falling  under  the  head  of  constniction,  steam 
engineering,  and  eouipment,  at  the  three  naval  workshops,  under  the  supervision 
of  the  Chief  of  the  Bureau  of  Naval  Construction,  by  whom  they  could  and  should 
be  held  to  a  rigid  accountability  for  all  work  carried  on  at  their  establishments,  while 
the  Chief  of  tne  Bureau  would  be  subject  to  an  equally  rigid  accountability  for  all 
their  doings. 

"This  reform  is  believed  to  be  practicable  and  necessary.  If  the  force  of  accu- 
mulated traditions  and  the  excessive  conservatism  of  the  service. prevent  its  adoj)- 
tion,  it  would  be  better  to  discontinue  our  yards  for  all  working  purposes,  and  not 
only  build  but  repair  our  vessels  and  engines  bv  contract.** 

Ilie  foregoing  trenchant  critisism  strikes  at  tne  root  of  an  evil  which  has  for  many 
vears  past  been  growing  steadily  less,  and  by  the  recent  scheme  of  reorganization 
nas  been  practically  eliminated.  Secretary  Chandler  recommended  specifically 
that  tupervuing  naval  cxmstructors  be  appointed  and  his  recommendations  went  much 
further  than  is,  in  the  opinion  of  the  minority,  necessary  for  the  efficiency  of  na\iy- 
yards,  since  Mr.  Secretary  Chandler  would  nave  made  his  supervising  naval  con- 
Btructore  practically  independent  of  the  commandant  in  all  that  relates  to  construc- 
tion, engineering,  and  eouipment.  His  sweeping  criticism  of  conditions  that  obtained 
at  that  time,  and  his  definite  recommendation  for  the  consolidation  of  all  work  under 
a  single  technical  head,  are  as  sound  in  principle  to-day  as  they  were  when  written 
nearly  twenty-five  years  ago. 

Subsequent  Secretaries  have  commented  upon  the  need  of  a  single  technical  head 
for  technical  work  at  navy- yards,  and  the  late  Secretary  of  the  ^^avy,  after  three 
and  a  half  years  of  experience  in  the  Navy  Department,  and  many  years  of  practical 
experience  as  a  director  in  private  teclmical  establishments,  formulated  and  had 
approved  by  the  President  a  form  of  navy-yard  administration  which  is  believed 
to  oe  based  upon  sound  business  principles,  and  which  should,  if  given  a  fair  trial, 
effect  very  definite  economies  in  navy-yard  administration,  with  increase  of  efficiency. 

The  minority  can  not  concede  for  one  instant  that  officers  who  have  been  com- 
manding and  executive  officers  afloat  can  look  at  technical  questions  in  a  more  broad- 
minded  manner  than  officere  of  the  Construction  Corps  who  have  received  their 
preliminarv  training  in  the  same  institution  and  in  the  same  manner  as  their  class- 
mates in  tne  line,  nave  had  service  at  sea,  have  received  special  and  extensive 
post-graduate  training,  and,  most  important  of  all,  have  been  occupied  continuously 
in  carrying  on  the  special  work  of  building,  repairing,  and  equipping  naval  vessels. 
The  method  of  selecting  officere  for  the  Constniction  Corps  is  too  well  known  to  neces- 
sitate rehearsal  in  this  memorandum.  It  is  a  fact,  however,  that  they  are  specially 
selected,  as  stated  by  a  former  Secretary  of  the  Navy,  "from  the  most  promising 
graduates  of  the  Naval  Academy,"  are  given  unusual  advantages  in  the  way  of  post- 
graduate training,  and  are  thereafter  continuously  assigned  to  technical  duty  at 
navy-yards,  the  technical  bureaus  of  the  Navy  Department,  private  shipbuilding 
yards,  and  other  technical  establishments. 

The  officers  now  on  duty  as  managers  of  the  manufacturing  departments  of  the 
five  principal  navy-yards  on  the  Atlantic  coast,  namely,  Portsmouth,  N.  H.,  Boston, 
Mass.,  New  York,  N.  Y.,  Philadelphia,  Pa.,  and  Norfolk,  Va.,  have  had,  respect- 
ively, seventeen  years  and  five  months,  fifteen  years  and  seven  months,  sixteen 
yeare  and  nine  months,  eighteen  years  and  nine  months,  and  fifteen  years  and  ten 
months  of  practically  continuous  service  at  navy-vards  and  private  shipbuilding 
establishments,  and  their  ages  are  47,  43,  50,  52,  ancf  37  years,  respectively.  There- 
fore, in  age  and  technical  experience,  the  officers  now  serving  as  managers  of  the 
manufacturing  departments  of  the  five  Atlantic  coast  navy-yards  can  nardly  be 
regarded  as  lacking  when  judged  either  by  the  standards  of  naval  or  ^livil  life. 

It  should  further  be  noted  that  one  of  the  most  serious  errors  made  by  those  who 
are  not  altogether  familiar  with  the  training  of  officers  of  the  corps  from  which  mana- 

fers  of  manufacturing  departments  are  now  selected  by  the  Navy  Regulations  of 
909,  is  that  such  officers  are  specialists  only  in  naval  architecture.  It  is  quite  true 
that  the  greater  portion  of  the  work  of  such  offii^ers  is  in  connect  ion  with  tlio  bulls 
and  hull  auxiliaries  of  naval  vessels.    It  should  not  be  lost  sight  of,  however,  that 
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•II  'of  these  oflicen  receive,  while  at  the  Naval  Academy,  as  extensive  engineering 
md  electrical  training  as  their  claasmatea  in  the  lint\  and  some  have  received  even 
fO^eater  training  as  engineen.  They  also,  in  their  post-graduate  course,  receive  a 
very  •eKtenaive  engineeriiag  and  electrical  training  in  adaition  to  their  naval  archi- 
tectural education;  and,  in  their  euhseouent  experience  at  navy-yards  and  private 
ehipbuilding  )^aidB,  they  have  direct  and  intimate  association  with  marine  engineer- 
ing and  electrical  work.  So  that  on  all  technical  subjects  the  preliminary  training 
of  the  naval  constructor,  including  that  in  marine  engineering  and  electricity,  is 
distinctly  superior  to  that  of  the  vast  majority  of  officers  in  the  line  of  the  navy. 

The  foregomg  assertion  does  not  mean  that  there  may  not  be  individual  officers 
in  the  line  of  the  navy  who  give  special  attention  to  electrical  and  marine  engineer- 
ing design  work,  and  subseouently  become  proficient  in  such  work,  but  such  officers 
are  the  exception  and  not  the  rule,  and  should  have  ample  outlet  for  their  '*  design- 
ing talent"  m  work  at  the  bureaus  in  Washin^n,  at  the  Gun  Factory  and  Torpedo 
Station,  and  as  inspectors  at  navy-yards  and  private  shipbuilding  yards;  for  it  should 
not  be  lost  sight  ot  that  design  work  must  ordinarily  originate  in  the  bureaus  having 
cogniiance  of  such  work,  and  that  design  work  which  takes  place  at  navy-yards  is 
of  secondary  and  not  primary  importance. 

The  majority  of  the  subcomnuttee,  in  concluding  its  report,  makes  the  following 
definite  recommendation: 

7.  The  subcommittee  therefore  recommends,  that,  in  order  to  comply  with  the 
statute  law  and  enable  the  department  to  combine  the  good  features  of  the  prin- 
ciple of  consolidation  with  those  of  supervision  and  inspection  by  technical  experts 
representing  both  line  and  8ta£f,  the  following  scheme  be  adopted: 


COMMANDANT 
O  8.C  MwllMi. 


M.A8. 

EXECCTIVB 


Eqpt  a  A  B. 


(1)  (S)  (ft) 

y.Vd.  OtL  8.  E. 

TBANSPOfeTATION. 
Tha  ComTnanrtant, ' 
The  Afldstant, 
or  BxecutiTt, 
Iiwpecton. 

If  the  principal  reason  for  the  recommendation  contained  in  paramph  7  is  to  give 
effect  to  a  certain  arbitrary  interpretation  of  statute  law,  then  it  would  seem  desirable 
that  suitable  representation  be  made  to  Congress  in  order  that  the  law  may  be  amended 
so  as  to  make  such  an  interpretation  impossible. 

The  attitude  of  the  Naval  Committees  of  the  House  and  Senate  with  respect  to  con- 
solidation and  the  introduction  of  the  most  economical  and  efficient  system  of  manage- 
ment in  navy-yards  is  amply  set  forth  in  various  hearings  before  those  committees 
during  the  last  session  of  Congress,  also  during  certain  previous  hearinj^  with  respect 
to  the  same  snbject-matter,  and  it  is  not  believed  that  they  would  sanction  such  an 
interpretation  of  the  law  as  that  implied  bv  the  majoritv  in  its  report. 

The  statute  law  referred  to  in  paragraph  7  is  one  which  prohibited  staff  officers, 
•who  had  been  given  positive  rank,  from  exercising  command  in  otfier  staff  corps  or 
in  the  line.  This  provision  of  law  is  believed  to  have  been  intended  to  fix  military 
miccession  to  command  and  in  no  sense  to  affect  technical  work  at  dockyards.  As 
has  previously  been  stated,  the  management  of  mechanical  departments  at  navv- 
yardsia  administrative  and  technical  work,  and  the  overwhelmmg  majority  of  sub- 
ordinates and  employees  involved  therein  are  civilian  and  not  in  anv  way  a  part  of 
the  military  establishment.  A  mechanical  department  of  a  navy-yard  nas  not  hitherto 
been  construed  by  the  Navv  Department  as  a  military  command.  The  senior  officer 
in  such  a  department  has  always  been  the  head  thereof  by  virtue  of  seniority,  ^ust  as 
the  senior  omcer  of  a  board  presides  over  its  deliberations  by  virtue  of  his  senioritv. 
Line  and  staff  officen  serving  in  such  a  mechanical  department  must  unqueBtionably 
be  subject  to  the  control  of  the  head  of  the  department,  but  the  head  of  the  depart- 
ment need  not  now  and  has  not  in  the  past  exercised  any  of  the  usual  prero^tives  of 
military  command ,.  such  as  authority  to  order  arrest,  confinement,  suspension  from 
duty,  etc.  As  a  matter  of  fact,  the  '*Supervisi6n  and  direction  of  the  naval  construc- 
tor--' while  serving  as  manager  of  the  manufacturing  department  is  definitely  stated 
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by  Mr.  Secretary  Newberry  in  his  communication  of  January  29,  1909.  as  "not  to  be 
Wfutnud  as  an  exercise  of  military  command,  but  aa  administrative  control  neceseary 
for  the  prosecution  of  the  manufacturing  work  of  the  yard." 

As  a  matter  of  fact,  several  commiasioned  officers  of  the  navy  other  than  naval 
constructors  have  been  assig[ned  to  duty  in  the  manufacturing  department — some  at 
their  own  request,  none  against  their  will*  and  it  is  believed  that  a  greater  number 
would  have  applied  for  such  duty  or  would  not  have  objected  to  such  astdgnment  if 
the  attitude  of  some  of  those  in  authority  had  been  more  sympathetic  in  its  rehition 
to  the  general  scheme  of  reoiganization  formulated  by  the  Secretary  of  the  Navy  with 
the  approval  of  the  President  of  the  United  States. 

To  return  now  to  the  definite  scheme  proposed  by  the  majority,  it  may  be  noted 
that,  in  effect,  this  scheme  is  practically  identical  with  that  suggested  by  a  group  of 
officers  which  met  on  board  the  Panther  at  the  navy-yard,  Philadelphia,  on  A&ch  23, 
1909,  and  |>repared  a  circular  embod}ring  their  views  as  to  naval  reoiganization, 
accompanvmg  the  same  with  various  documents,  official  and  otherwise.  This  circu- 
it, from  tne  "Association  to  Promote  the  Study  of  Naval  Administration,"  and  styled 
"Circular  No.  1,"  is  now  before  the  board  by  reference  from  the  Secretary  of  the 
Navy,  and  below  is  given  the  scheme  proposea  therein,  and  immediately  thereunder 
the  scheme  proposed  by  the  majority  of  the  subcommittee.  The  similarity  is  so 
obvious  as  to  require  no  special  comment. 

Arranobmbnt  Proposed  bt  Circular  No.  1. 


COMMANDANT 


a  B.K. 


Marines. 


EXEC 


Med.  D«pt. 


Cost  it  Time  Dcpt 


TIVE 


I 


0.8.  T.  d^D.  Ord.  8.  E.  I  Equip.  C.  d^  R.  Drafting. 

TRANSPORTATION. 

Arrangement  Proposed  by  MAjoRmr. 

COMMANDANT 


Q.8.K. 


Marines. 


M.4^8. 


Y% 


EXECUTIVE 


JS.  8^.1 


Eqpt 


cIr. 


YARD  TRANSPORTATION. 


The  scheme  submitted  by  the  majority  would,  in  effect,  be  a  return  to  previous 
conditions,  with  the  interposition  of  a  seagoing  line  officer  between  the  commandant 
and  the  heaAa  of  the  various  technical  divisions.  So  that,  in  the  proposed  scheme,  the 
naval  constructor,  who  previously  had  under  his  direct  control  more  workmen  than  the 
departments  of  Steam  Engineenni^,  Ordnance,  and  Equipment  combined,  and  who, 
under  previous  regulations,  would  be  in  direct  touch  with  the  commandant,  is  now 
made  responsible  to  an  intermediate  officer  whose  experience  must  necessarily  have 
been  comparatively  slight  in  all  matters  relating  to  the  construction  and  repair  of 
vessels  and  their  auxiliary  mechanism. 

The  result  of  such  an  arrangement  must  necessarily  be  delayed  action  in  important 
technical  questions,  conflict  of  authority^  unnecessary  duplication  of  personnel,  and 
resulting  inefficiency  of  administration,  smce  the  executive,  who  is  given  practicallv 
supreme  authority  in  distributing;  and  directing  work  and  diFtributinp  the  personnel, 
is,  by  the  very  nature  of  his  training,  not  verged  in  the  technical  matters  for  which 
he  must  ultimately  be  held  responsible  under  the  proposed  system  of  administra- 
tion. In  the  opinion  of  the  minority  it  would  be  quite  as  logical  to  insist  that  inti- 
mate acquaintance  with  the  method  of  designing,  building,  and  repairing  ships 
Sualified  officers  of  the  construction  corps  for  executive  duties  and  command  afloat, 
[though  in  this  respect  the  naval  constructor  would  have  some  slight  advantage, 
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nasmuch  as  the  first  six  yean  of  his  naval  training  would  be  for  service  of  that  very 
character. 

The  minority  is  firmly  convinced  that  efficiency  of  administration  at  navy^-yards 
neceasitates  the  performance  of  administrative  teclinical  duties  by  those  whose  train- 
ing and  experience  obviously  best  fit  them  for  such  work.  It  v*  furthermore  of  the 
opmion  that  administrative  technical  work  at  navy-yards,  to  be  efficient  and  eco- 
nomical, must  be  based  upon  principles  which  have  been  proved  to  be  correct  in 
general  shipyard  practice,  and  that  the  manufacturing  department  of  navy-yards 
mould  be  organized,  maintained,  and  administered  in  the  manner  contemplated  in 
General  Order  No.  9  and  the  various  memoranda  'recently  formulated  and  issued  to 
commandants,  and  indicated  in  the  Navy  Reinilations  of  1909,  until  actual  experi- 
ence clearly  demonstrates  the  necessity  for  further  modification. 

W.  E.  Capps. 
Chief  Constructor,  U.  8,  Navy, 
Chief  of  Bwrtau  of  Construction  and  Repair,  Member, 
Rear-Admiial  C.  S.Sperrt,  U.  S.  Navy, 

Senior  Member  Board  on  Regulations, 


Report  or  a  Board  on  Changes  in  the  Regulations,  Convened 
BY  the  Secretary  of  the  Navy  June  1,  1909,  known  as  the 
''Leutzb  Board  Report." 

REPORT  OF  board. 

United  States  Navy- Yard, 

Washington,  D.  C,  June  4,  1909, 

Sib:  1.  The  board  appointed  by  the  department's  order  No. 
977-90,  of  June  1,  1909,  copy  appended  marked  **C,"  to  consider  and 
report  upon  certain  changes  in  the  U.  S.  Navy  Regulations,  1909,  has 
the  honor  to  submit  the  following  report: 

2.  Relative  to  the  first  paragraph  to  be  considered  and  reported 
upon,  viz: 

"To  consider  and  make  recommendations  on  the  parts  of  that  re- 
port marked  'A,'  which  y^ere  not  included  in  the  changes  in  the 
U.  S.  Navy  Regulations  No.  3,  dated  May  18,  1909," 
the  board  recommends  as  follows: 

That  article  4  be  amended  as  recommended  by  the  majority  of  the 
board  on  regulations,  of  which  Rear- Admiral  Charles  S.  Sperry,  U. 
S.  N.,  was  senior  member,  by  the  addition  of  the  following  paragraph: 

"  (2)  It  shall  have  jurisdiction  of  all  public  works  and  public  utili- 
ties, and  shall  provide  watchmen  and  all  labor  necessary  for  cleaning 
yards  and  stations,  except  as  otherwise  provided  for  in  this  chapter, 
and  as  a  necessary  consequence  the  board  recommends  that  para- 
^aph  2,  article  8,  be  omitted,  as  recommended  by  the  majority  of 
tne  board  on  regulations.  The  paragraph  to  be  omitted  reads  as 
follows: 

"  (2)  It  shall  also  have  charge  of  aU  public  works  at  navy-yards 
unless  otherwise  herein  provided  for." 

It  is  the  opinion  of  the  board  that  if  changes  in  the  regulations  are 
to  be  limitea  to  those  recommended  under  Division  **A,  paragraph 
1,  article  9,  should  be  amended  as  recommended  by  the  majonty  of 
the  board  on  regulations,  as  follows: 

"Article  9.  (1)  The  duties  of  the  Bureau  of  Steam  Engineering 
shall  comprise  all  that  relates  to  the  preparation  of  the  designs  for 
and  shall  supervise  the  building,  installation,  and  repairing  of  ma- 
chinery, other  than  electric,  used  for  the  propulsion  or  naval  vessels; 
also  steam  pumps,  steam  heaters,  distilling  apparatus,  refrigerating 
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machinery,  ami  all  *8team  connections  of  ships;  it  shall  require  for 
and  order  the  manufacture  of  its  equipage  and  supplies  for  ships,  us 

Erescribed  by  the  bureau's  authorized  allowance  books.     It  shall  also 
ave  -comizance  of  all  that  pertains  to  the  engineering  experiment 
station." 

3.  Relative  to  the  second  paragraph  to  be  considered  and  reported 
upon,  viz, 

^'To  consider  and  report*  upon  all  that  relates  to  article  9  of  the 
U.  S.  Navy  Regulations,  1909,  in  'A'  and  'B'  of  the  above-men- 
tioned report," 

it  is  the  opinion  of  this  board  that  the  changes  in  /article  9  recom- 
mended by  the  majority  under  Division  "fi"  are  more  compre- 
hensive and  are  to  be  preferred  to  the  changes  in  the  same  article 
under  Division  "A,"  and  the  board  recommends  that  the  following 
changes  in  article  9,  recommended  by  the  majority  under  Division 
"B,"  be  adopted: 

Article  9.  Paragraph  1  to  be  omitted  and  the  following  substi- 
tuted: 

''(1)  The  duties  of  the  Bureau  of  Steam  Engineering  shall  com- 
prise all  that  relates  to  the  preparation  of  designs  for  and  the  build- 
mg,  installation,  and  repairme  of  machinery,  other  than  electric,  used 
for  the  propulsion  of  naval  ships,  and  the  supervision  of  the  same; 
also  steam  pumps,  steam  heaters,  distilling  and  refrigerating  appa- 
ratus, and  all  steam  connections  of  ships;  it  shall  order  the  manu- 
facture of  all  its  equipage  and  supplies  for  ships  as  prescribed  by 
the  bureau's  authorized  allowance  books,  and  shall  provide  the 
same.  It  shall  have  cognizance  of  all  that  pertains  to  tne  engineer- 
ing experiment  station." 

To  make  this  article,  if  adopted,  applicable  to  work  in  navy-yards 
under  the  present  system  of  consoBciation  of  shops,  the  following 
changes  in  administration  will  be  necessary: 

When  the  commandant  receives  orders  from  the  department  for 
work  under  the  Bureau  of  Steam  Engineering,  or  authorizes  the 
same,  he  will  inform  both  the  inspector  of  macninerv  and  the  man- 
ager, and  direct  the  latter  to  furnish  such  labor,  tools,  and  material 
as  the  inspector  of  machinery  may  designate.  This  labor,  tools, 
and  matenal  will  then  be  under  the  entire  and  full  control  of  the 
inspector  of  machinery,  and  he  becomes  responsible  for  the  cost 
ana  correct  execution  of  the  work  ordered. 

4.  Relative  to  the  third  paragraph  to  be  considered  and  reported 
upon,  viz, 

"To  consider  and  report  as  to  the  advisability  of  organizing  an 
accoimtant  department  in  the  navy-yards  and  stations,  in  case  it 
is  found  that  tnis  can  be  done  without  additional  legislation," 
the  board  reports  that  as  any  change  in  the  system  of  accounting 
must  conform  to  the  regulations  of  the  Treasury  Department,  the 
officials  of  that  department  were  consulted  informally  and  unoflS- 
cially  in  regard  to  tne  matter,  and  the  board  is  of  the  opinion  that — 

(a)  The  trial  of  an  accountant  department  in  the  navj^-yards 
and  stations  is  advisable,  but  that  there  is  not  sufficient  time  to 
organize  and  put  into  operation  such  a  department  before  the  1st  of 
July. 

(h)  In  the  opinion  of  the  board  and  of  the  officials  of  the  Treasury 
Department  no  additional  legislation  is  necessary  to  estabUsh  an 
accountant  department. 
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(c)  The  board  is  strongly  of  the  opinion  that  it  would  be  advisable 
that  an  accountant  department  be  organized  and  thoroughly  tried  in 
one  navy-yard  or  station  only  before  issuing  orders  for  its  establish- 
ment throiighotit  the  navy.  The  officials  of  the  Treasury  Department 
coincide  with  this  opinion. 

5.  The  record  of  the  proceedings  of  the  board  and  all  papers  trans- 
mitted to  it  for  consideration  are  returned  herewith,  with  the  excep- 
tion of  tlie  report  of  the  board  on  l*egulations,  which  has  been  sent  to 
Captain  S.  A.  Staunton,  U.  S.  N.,  by  the  direction  of  the  department. 
Veiy  respectfully, 

E.  H.  C.  Leutze, 
Rear-AdmirtLl,  U,  S.  N.,  Senior  Member. 
Wm.  Swift, 
Bear-Admiral,  U,  S.  JV.,  Member. 
R.  F.  Nicholson,, 
Captain,  U.  S.  N.,  Member. 
The  Seobetaby  of  the  Navy. 


Appbndiz  0. 

PrtoBpt  of  B(oaTd. 

Navy  Department, 

WcahvngUm,  June  /,  1909, 

Sib:  A  board  is  heteby  appointed  consistine  of  younH'lf  aa  senior  member,  Kear- 
Admiral  William  Swift,  U.  S.  N.,  and  Captam  Reginald  F.  Nicholson,  U.S.  N.,^a8 
members,  and  Commander  John  M.  Foyer,  U.  S.  N.,  retired,  recorder,  to  convene  at  the 
navy-yard,  Washington,  D.  C,  at  9.30  a.  m.,  June  1,  190!^  or  as  soon  thereafter  as  prac- 
ticable, to  consider  and  report  upon  the  report  of  the  board  of  which  Hoar-Admiral 
Charles  8.  Sporry,  U.  S.  N.,  was  senior  member,  which  recommended  certain  changes 
in  the  U.  8.  Navy  Regulations,  1909. 

The  board  is  to  consider  and  report  upon  the  following: 

First.  To  consider  and  make  recommendations  on  the  parts  of  that  report  marked 
"A"  which  were  not  included  in  the  changes  in  the  U.  S.  Navy  Regulations  No.  3, 
dated  May  18, 1909. 

Second.  To  consider  and  report  upon  all  that  relates  to  article  9  of  the  U.  S.  Navy 
Regulations,  1909,  in  "A''  ana  ''B"  of  the  above-mentioned  report. 

Third.  To  consider  and  report  as  to  the  advisability  of  organizing  an  accountant 
department  in  the  navy-yards  and  stations,  in  case  it  is  found  that  this  can  be  done 
without  additional  legislation. 

Assemble  the  board  at  the  time,  date,  and  place  specified. 

The  members  and  recorder  of  the  board  have  been  dircK>ted  to  report  to  you  for  this 
duty.  ^ 

Tne  report  of  the  board  of  which  Rear- Admiral  Gharles  S.  Sperry,  U.  8.  N.,  was 
senior  member,  a  copy  of  the  changes  in  the  U.  S.  Navy  Regulations  No.  3,  dated 
May  18,  1909,  and  letters  from  some  of  the  commandants  of  the  Atlantic  coast  navy- 
yaixis  on  the  subject  of  article  9,  U.  S.  Navy  Regulations,  are  inclosed  herewith. 

Submit  your  report  in  the  premises  as  soon  as  practicable. 

This  is  in  addition  to  your  present  duties. 

Respectfully,  G.  v.  L.  Meyer, 

Secretary  of  the  Navy. 

Rear-Admiral  Euobnb  H.  C.  Leutze,  U.  S.  N., 

Commandant^  Navy-  Yard,  Washington,  D.  C. 


Navy  Depabtment, 

Washington  y  June  S,  1909. 
Sir:  Referring  to  the  department's  letter  No.  977-90,  dated  June  1, 1909,  appointing 
a  board,  of  which  you  are  the  senior  member,  to  consider  and  make  certain  recom- 
mendations regarding  the  report  of  the  board  of  which  Rear-Admiral  C.  S.  Sperry, 
U.  S.  N.,  was  senior  member,  and  to  paragraph  2  of  the  letter  mentioned  above,  this 
paraeraph  is  amended  so  as  to  read  as  follows: 

"Second.  To  consider  and  report  upon  all  that  relates  to  article  9  of  the  U.  S.  Navy 
Begulfttions,  1909,  in  'A'  and  ^ '  of  the  above-mentioned  report,  and  to  submit  a 
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flcbeme  for  putting  this  article  into  effect  at  navy-yardp  on  July  1  next  in  the  event 
that  the  board  recommends  the  incorporation  of  article  9  in  the  TT.  S.  Navy  Regula- 
tions, 1909." 

Respectfully,  G.  v.  L.  Meysr, 

Secretary  of  the  Navy, 
Rear-Admiral  E.  H.  C.  Leutzb,  U.  S.  N., 

Commandant,  Navy-  Yard,  Washington,  D.  C. 


Report  op  a  Board  on  the  Organization  of  the  Navy  De- 
partment, Known  as  the  Sjstipt  Board,  Convened  by  the 
Secretary  qf  the  Navy  July  15,  1909 — Changes  Recom- 
mended IN  Organization. 

report  of  board. 

United  States  Navy- Yard, 
Boston,  Mass.,  October  11,  1909. 
Sm:  1.  The  board  appointed  by  the  Navy  Department's  order  of 
July  13,  1909,  a  copy  of  which  is  appended  marked  *'P,"  has  the 
honor  to  submit* the  following  report: 

2.  The  duties  of  the  board,  as  laid  down  in  the  precept,  were,  briefly, 
to  consider  matters  of  organization  and  administration  and  to  report 
if  changes  are  needed  to  improve  the  efficiency  and  secure  economy; 
this  in  relation  both  to  the  Navy  Department  and  the  navy-yards. 

3.  After  a  careful  study  of  all  available  material  relatmg  to  the 
subject,  and  after  a  practically  uninterrupted  session  from  August  2 
to  this  date,  the  board  recommends,  as  desirable  for  the  improve- 
ment of  existing  conditions  of  the  Navy  Department  and  navy-yard 
oi^anization  and  administration  by  executive  action,  the  plan  out- 
lined in  appendices  marked  ''Q''  and  *'R;"  of  these,  Appendix  Q 
contains  a  series  of  administrative  Steps  to  be  taken,  and  Appendix 
R  is  a  draft  of  an  amendment  to  the  Kavy  Regulations.  Diagrams 
illustrating  the  organizations  of  the  Navy  Department  and  navy- 
yards,  respectively,  resulting  from  the  adoption  of  these  recommen- 
dations are  appended  marked  ^^S"  and  ^'T.'' 

4.  The  board  finds  many  defects  in  existing  organization  both  of 
the  Navy  Department  and  of  navy-yards;  and  ttiese  defects  have 
become  emphasized  with  the  growth  of  a  modem  navy,  the  expendi- 
tures of  large  appropriations,  the  advent  of  new  industrial  and 
business  methods,  the  increased  importance  of  strictly  military 
features  involved  in  the  assemblage  of  fleets,  the  tactical  and  strategic 
questions  arising  in  connection  tnerewith,  and  the  imperative  neces- 
sity of  methodical  preparation  for  war.  There  is  lack  of  thorough 
and  independent  inspection  whereby  the  Secretary  may  inform 
himself  as  to  economy  and  efficiency  of  administration,  the  standards 
and  capabilities  of  the  personnel,  the  adequacy  and  suitability  of 
the  equipment  and  of  the  material,  and,  in  general,  of  the  state  of 
preparedness  of  both  personnel  and  material  for  war.  There  is  no 
council  in  which  are  represented  the  several  elements  of  naval 
administration  and  with  which  the  Secretary  may  discuss  important 
matters  of  military  policy  and  department  business  witli  the  object 
of  obtaining  expert  opinion  from  all  points  of  view. 

5.  The  recommenaations  of  the  Doard  may  be  summarized  as 
follows: 

(a)  The  authority  and  ultimate  responsibility  of  the  Secretary  of 
the  Navy  remain  imqualified.     No  feature  of  naval  administration 
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is  separated  from  him,  and  no  authority  is  conferred  upon  any  officer 
except  such  as  the  Secretary  may  delegate. 

(b)  Four  divisions  are  created  under  which  the  business  of  the 
Navy  Department  is  conducted,  except  certain  parts  thereof  of  a 
financial  and  civil  nature  which  are  directlv  under  the  Secretary. 
These  divisions  are  entitled,  respectively,  *' Operations  of  the  fleet," 
*' Personnel,"  ^'Material,"  and  ''Inspections,  and  the  scope  of  the 
subject-matter  with  which  they  deal  is  indicated  by  their  titles. 

(c)  Four  line  officers  of  mature  experience  are  detailed  to  serve  as 
aids  to  the  Secretary,  and  each  performs  the  duty  of  an  adviser  for 
matters  relating  to  one  of  the  four  divisions;  jointly,  these  aids  form 
the  Secretary's  council,  holding  freguent  meetings  as  such  with  the 
Secretary  at  which  are  discussed  all  important  matters  of  department 
business. 

(d)  The  division  of  operations  of  the  fleet  deals  with  the  opera- 
tions of  ships  in  commission  and  of  all  other  elements  of  the  naval 
force,  and  tlius  takes  over  one  class  of  duties  hitherto  assigned  to  the 
Bureau  of  Navigation;  it  has  also  been  given  advisorv  duties  in  con- 
nection with  broader  matters  of  naval  policy,  including  mihtary 
features  of  ship  design.  The  General  Board  maintains  its  present 
status,  with  slightly  changed  membership  to  accord  with  new  con- 
ditions. By  reason  of  the  similarity  of  its  advisory  functions  to  those 
of  the  division  of  operations  of  the  fleet,  its  association  with  that 
division  will  be  a  close  one,  though  its  relation  to  the  Secretary  is,  as 
formerly,  direct. 

(e)  The  division  of  personnel  deals  with  all  matters  relating  to  the 
manning  of  the  fleet.  It  includes  the  Bureau  of  Navigation  (now  free 
from  all  duties  relating  to  operations),  the  Bureau  of  Equipment,  the 
Bureau  of  Medicine  and  Surgery,  the  Marine  Corps,  the  Office  of  the 
Judge-Advocate-General,  and  the  naval  examining:  and  retiring 
boards,  and  deals  with  naval  militia  matters  before  the  department. 
It  has  within  its  cognizance  the  appointment,  enlistment,  assignment 
to  duty,  records,  preparatory  ediication^  and  dicipline  of  the  per- 
sonnel. The  Bureau  of  Equipment's  duties  comprise  onlv  the  charge 
of  the  Naval  Observatorv  and  Nautical  Almanac,  the  Hfydrographic 
and  Compass  Offices,  and  the  supply  of  navigation  outfits. 

(Y)  The  division  of  material  deals  with  equipment,  supply,  the 
tecnnical  features  of  construction,  and  public  works.  It  includes 
the  bureaus  of  Yards  and  Docks,  Ordnance,  Construction  and  Repair, 
Steam  Engineering,  and  Supplies  and  Accounts.  The  duties 
hitherto  performed  by  the  Bureau  of  Equipment  of  such  nature  as* 
to  fall  within  this  division  have  been  divided  between  Steam  Engi- 
neering, Construction  and  Repair,  and  Supplies  and  Accounts,  those 
relating  to  electricity  being  assigned  to  the  Bureau  of  Steam  Engi- 
neering. The  Bureau  pf  Supplies  and  Accounts  retains  such  of  its 
former  duties  as  relate  to  supplies,  while  those  relating  to  accounts 
and  payments  are  transferrea  to  the  office  of  accounts. 

(g)  The  division  of  inspections  deals  with  all  duties  covering 
inspections  of  personnel  and  material  (except  acceptance  inspections 
of  purchased  or  manufactured  articles).  Special  inspecting  officers 
and  boards  for  the  inspection  of  ships  and  shore  stations  are  put 
under  this  division,  with  a  view  to  obtaining  and  placing  at  the 
disposal  of  the  Secretary  a  better  knowledge  of  the  personnel,  mate- 
rial, and  the  efficiency  of  methods  than  has  heretofore  been  available; 

Digitized  by  VjOOQ  IC 


94  PROPOSED  BBOBGANIZAXION  OF  N^VY  DEPAl^TMENT. 

and  the  r^atjon  of  this  diyision  to  the  rest  of  the  or^uj^ation  is 
such  that  criticisms  are  brought  to  the  Secretary  of  the  rJavy  diirect 
iustei^cl  of  through  officers  who  may  themselves  be  the  subject  thei;^of . 
(k)  The  office  of  accounts  is  created  to  deal  with  matters  relating 
to  accounts  and  payments  heretofore  under  the  Bureau  of  Supplies 
and  Accounts.  The  officer  in  charge  of  this  will  be  a  member  ojT  the 
Pay  Corps  performing  his  duties  directly  under  the  Secretary  of  the 
Navv. 

(i)  The  bureaus  and  other  branches  of  the  department  are  grouped 
in  divisions,  according  to  the  nature  of  their  duties,  for  purposes 
of  better  coordination  and  control  by  the  Secretary;  such  coordina- 
tion and  control  are  exercised  by  him  for  each  division  with  the 
advice  and  assistance  of  the  aid  for  that  division,  the  latter  relieving 
him  from  detail  by  drafting  and  signing,  by  the  Secretary's  direction, 
such  instructions  as  may  oe  authorized.  Changes  are  niade  in  the 
assignment  of  bureau  duties  to  accord  with  the  other  features  of  the 
plan. 

(j)  The  board  on  construction  is  abolished.  The  new  oi^aniza- 
tion,  in  which  the  material  bureaus  are  grouped  together  in  a  division, 
will  afford  a  facility  for  the  discussion  of  technical  questions  arising 
between  bureaus  which  has  not  heretofore  existed.  Broader  ques- 
tions will  generally  involva  considerations  of  i^aval  policy  and  would 
be  referred  to  the  general  board. 

(Jc)  Navy-yard  organization  and  economy  are  modified  from  the 
existing  status  by  assigning  a  wider  scope  of  authority  to  the  com- 
mandant; by  making  two  manufacturing  departments  dealing,  re- 
spectively, with  hull  and  machinery,  thus  following  the  usual  prac- 
tice of  private  shipyards;  by  assigning  to  the  aid  or  executive  (the 
captain  of  the  var^)  the  duties  contemplated  by  existing  law;  by 
giving  heads  of  departments  direct  responsibilitv  for  the  worK  assigned 
to  them  and  authority  commensurate  therewith;  by  the  introduction 
of  an  efficient  system  of  accounts  under  a  responsible  officer  separate 
from  the  manufacturing  departments;  and  by  other  provisions  for 
^ciencv  and  economy, 
very  respectfully, 

Wm.  Swift, 
Rear  AdmiraJ,   U.  8.  iV.,  Senior  Member. 
C.  E.  Vreelani^, 
Captain,   U.  S,  N.,  Member. 

S.  A.  Staunton, 
Captain,   U,  8.  N.,  Member. 

P.  F.  Fletcher, 
Captain,   U.  8.  iV.,  Member. 
Roy  C.  Smith, 
Commander,    U,  8.  N.,   Member. 

G.    W.    IX>GAN, 

Commander,   U.  5.  N.,  Member. 
L.  H.  Chandler, 
Lieutenant- Commander,   U.  S.  N.,  Member. 

J.   M.   POYEB, 

Commander,  V.  8.  N.,  Retired,  Recorder. 
The  Secretary  of  the  Navy. 
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ArPKMKX  F. 

PBCCSFT  OP  THB  BOARD. 

Department  of  the  Navt, 
Wuhington,  D.  C,  July  IS,  1909. 

Sir:  A  board  is  hereby  appointed,  consisting  of  yourself  as  Senk>r  Member,  Captains 
Charles  E.  Vreeland,  U.  8.  N.,  Sidney  A.  Staunton,  U.  S.  N.,  Frank  F.  Fletcher, 
U.  S.  N.,  Commander  Koy  C.  Smith,  U.  S.  N.,  Lieutenant-Commanders  George  W. 
Logan,  U.  S.  N.,  and  Llovd  H.  Chandler,  U.  S.  N.,  as  Members,  and  Commander 
John  M.  Poyer,  U.  8.  N.,  Retired,  as  Recorder,  to  convene  at  the  Navy- Yard,  Boet(Hi, 
Mass.,  July  15,  1900,  or  as  soon  thetreafter  as  practicable,  to  consider  the  question  oi 
the  organization  of  the  Navy  Department,  ana  what  changes  should  be  made,  if  any; 
first,  to  improve  the  efficiency  of  the  naval  service ;  second,  to  insure  economy  in  expen- 
ditures; and  third,  to  simplii^y  the  administration  of  business,  having  always  in  mind 
efficiency  and  economy. 

As  the  organization  and  administration  of  navy-yards  are  intimately  connected 
with  the  organization  of  the  Navy  Department,  and  with  the  eflioiency  of  the  fleet, 
these  subjects  will  also  be  considered  by  the  board,  and  such  changes  recommended 
as  are  deemed  desirable. 

The  board  will  n<M  consider  itself  restricted  in  any  way  in  its  deliberations,  but 
will  report,  in  its  discretion,  on  any  subject  that  will  improve  or  tend  towards  eflioiency 
and  economy  in  naval  organization  and  administration. 

You  are  authorized  to  adjourn  the  board  from  time  to  time,  at  your  discretion,  to 
reassemble  at  such  places  and  at  such  times  as  you  may  designate. 

You  will  issue  orders  accordingly  to  the  members  and  recorder  of  the  board,  and  for- 
ward them  to  the  department  tor  its  approval. 

The  members  and  recorder  of  the  board  have  been  directed  to  report  to  you  for 
this  duty. 

Upon  the  completion  of  this  duty  you  will  submit  a  report  in  the  premises  to  the 
department,  and  resume  your  present  duties. 

It  is  desirable  that  the  board  submit  its  recommendations  not  later  than  October 
1,1909. 

This  is  in  addition  to  your  present  duties. 

Respectfully,  G.  v.  L.  Meter, 

Secrtiary  of  the  Navy, 
Rear  Admiral  William  Swift,  U.  S.  N., 

Commandanty  Navy-  Yard, 

Boston^  MaasachuBetit, 


Appendix  Q. 

8tatbhbmt  of  administrative  steps  to  be  taken,  in  connection  with  changes 
in  navt  regulations  proposed,  in  order  to  carrt  into  effectt  the  recom- 
hbndation8  of  thb  board  wtthout  legislation. 

1.  Order  aids  for  operations,  personnel,  material,  and  inspections,  and  their  assist- 
ants, to  report  to  the  Secretary.  Order  an  officer  to  report  to  the  Secretary  for  duty 
as  secretary  of  the  council. 

2.  Order  the  several  special  inspectors  provided  for  in  article  1642  to  report  to  the 
Secretary  for  duty  in  tne  Division  of  Inspections,  detaching  them  from  any  other 
duty  upon  which  they  may  be  employed  and  making  them  solely  responsible  to  the 
Secretary.  Create  the  Board  of  Inspection  for  Shore  Stations  and  order  its  head  to 
report  to  the  Secretary.  Change  name  of  the  Board  of  Inspection  and  Survey  to 
''Board  of  Inspection  and  Survey  for  Ships,"  and  direct  its  president  to  report  to  the 
Secretary. 

3.  Dissolve  the  present  Board  on  Construction. 

4.  Order  an  officer  of  the  Pay  Corps  to  report  to  the  Secretary  of  the  Navy  for  duty 
in  charge  of  the  Office  of  Accounts,  and  transfer  to  that  office  from  the  Bureau  of 
Supplies  and  Accounts  such  personnel  and  records  as  may  be  appropriate. 

5.  Rearrange  office  room  and  clerical  force  between  the  several  oureaus  and  divi- 
sions m  may  be  rendered  necessary  by  the  change  in  organization,  detaching  officers 
from  one  biureau  or  office  and  ordering  them  to  another  as  may  be  necessary. 
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Appskdiz  R. 

ghanok8  in  nayt  rboulationb  (edition  op  1909)  nece8sa.rt  to  put  the  board's 
recommendations  into  effect  without  legislative  action. 

chanobs  in  nayt  regulations  no.  — . 

•  Navy  Department, 

Washington, ,  1909. 

The  following  changes  in  the  Regulations  for  the  Government  of  the  Navy  of  the 
United  States,  1909  edition,  having  been  approved  by  the  President  of  the  Unit«d 
States,  are  hereby  ordered  to  be  made  upon  the  receipt  of  this  order.  The  changes 
<  rdered  herein  will  go  into  e£Fect  immeciiately,  and  tne  department  will  take  such 
dministrative  steps  as  may  be  nece^nary  to  put  them  into  full  effect.  The  changes 
comprised  herein  consist  mainlv  of  a  rewritmg  of  Chapter  I  and  Chapter  XXX Vl I 
of  the  Navy  Regulations,  and,  for  the  pre:$ent,  no  order  will  be  issued  further  recon- 
ciling the  rest  of  the  regulations  with  the  new  chapters  ordered  herein.  As  soon  as 
practicable  such  an  order  will  be  issued,  but  meanwhile,  where  any  discrepancies 
occur  between  the  provisions  of  this  order  and  the  rest  of  the  book,  this  order  shall 
govern. 

Secretary  of  the  Navy. 

INDEX  TO  CHANGES  IN  NAVT  REGULATIONS  (EDITION  OF  1909)  PROPOSED  TO  PUT  THE 
board's   RECOMMENDATION   INTO    EFFECT   WITHOUT  LEGISLATIVE  ACTION. 

Article  of  Navy  Regulations  affected:  P^f^- 

Chapter  1 11 

Art.  924 25 

Art.  IIU 25 

Art.  UGC 25 

Art.  1169 25 

Art.  1500 2ft 

Art.  1506 2«> 

Chapter  XXXVII 26 

Art.  1641 36 

Art.  1642 36 

CHAPTER  I.— NAVY  DEPARTMENT. 
Section  1. — Organization. 

1.  There  shall  be  at  the  seat  of  government  an  executive  department,  to  be  known 
as  the  "  Department  of  the  Navy,"  and  a  Secretary  of  the  Navy,  who  shall  be  the 
head  thereof.    (Sec.  415,  R.  S.) 

2.  (1)  An  Assistant  Secretary  of  the  Navy  is  authorized  by  law,  who  shall  perform 
such  duties  as  may  be  prescribed  by  the  Secretary  of  the  Navy  or  required  by  law. 
(Acts  of  July  11, 1890,  and  March  3,  1891.)  All  orders  issued  by  the  Assistant  Secre- 
tary in  conducting  the  duties  assigned  him  will  be  considered  as  emanating  from  the 
Secretary  and  shall  have  full  force  and  effect  as  such. 

(2^  In  case  of  the  absence  of  the  Secretary  of  the  Navy,  his  duties  shall  be  performed 
by  tne  Assistant  Secretary  of  the  Navy.    (Sec.  177,  R.  S.) 

3.  (1)  The  business  of  the  Department  of  the  Navy  shall  be  distributed  in  such 
manner  as  the  Secretary  of  the  Navy  shall  judge  to  be  expedient  and  proper  among 
the  following  bureaus: 

First,  a  bureau  of  yards  and  docks. 

Second,  a  bureau  of  equipment. 

Third,  a  biu-eau  of  navigation. 

Fourth,  a  bureau  ol  ordnance. 

Fifth,  a  bureau  of  construction  and  repair. 

Sixth,  a  bureau  of  steam  engineering. 

Seventh,  a  bureau  of  supplies  and  accounts. 

Eighth,  a  bureau  of  meaicine  and  surgery.    (Sec.  419,  R.  S.) 

(2)  The  several  bureaus  shall  retain  the  charge  and  custody  of  the  books  of  records 
and  accounts  pertaining  to  their  respective  duties;  and  all  of  the  duties  of  the  bureaus 
shall  be  performed  under  the  authority  of  the  Secretary  of  the  Navy,  and  their  orders 
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shall  be  conaidered  as  enumating  from  him,  and  ahall  have  full  force  and  effect  as 
such.    (Sec.  420,  R.  8.) 

(3)  A  Judge- Advocate-General  of  the  Navy  is  authorized  by  the  act  of  June  8, 1880. 
His  office  shall  be  in  the  Navy  Department,  and  he  shall  perform  such  duties  as  may 
lawfully  be  required. 

(4)  A  Solicitor  is  authorized  by  the  act  of  May  22, 1908;  he  shall  perform  such  duties 
as  may  be  assigned  by  the  Secretary  of  the  Navy. 

(5)  The  General  Board  of  the  Navy,  established  bjr  Navy  Department  General  Order 
No.  544,  of  March  13,  1900,  shall,  imder  the  direction  of  the  Secretary  of  the  Navy, 
perform  such  duties  as  are  set  forth  in  section  7  of  this  chapter,  and  such  additional 
duties  as  may  be  prescribed  from  time  to  time  by  competent  authority. 

(6)  The  General  Board  shall  be  composed  of  the  Aamiral  of  the  Navy,  the  aid  for 
operations,  the  aid  for  material,  the  cnief  intelligence  officer,  the  president  of  the 
Naval  War  College,  and  such  additional  officers  as  the  Secretary  of  the  Navy  may 
designate. 

(7)  An  officer,  of  or  above  the  grade  of  lieutenant,  shall  be  detailed  as  secretary  to 
the  General  Board.  He  shall  record  its  proceedings  and  have  charge  and  custody 
of  its  files  and  correspondence. 

(8)  Ghieis  of  bureaus  diall  issue  o^rdem  concerning  the  work  of  their  own  bureaus, 
provided  such  work  is  not  of  a  character  to  alter  the  military  characteristics  of  any  ship. 
Any  proposed  work,  the  performance  of  which  would  alter  the  military  characteristics 
of  anjr  ship,  shall,  prior  to  authorization,  be  referred  to  the  Secretary  of  the  Navy  for 
decision. 

(9)  Each  bureau  shall  determine  upon  and  require  for  (or,  if  possessing  the  neces- 
sary facilities,  may  manufacture),  all  material,  apparatus,  tools,  stores,  fuel,  trans- 
portation, stationery,  blank  books,  forms,  and  appliances  of  every  kind  needed  for 
Its  own  use  in  carrying  out  its  duties,  as  hereinafter  defined.  Kach  bureau  shall 
provide  for  the  erection,  maintenance,  and  repair  of  all  machinery  and  tools  required 
tor  its  own  use. 

(10)  Each  bureau  shall  be  charged  with  all  that  relates  to  the  equpment  of  ships, 
according  to  its  allowance  list  from  time  to  time  in  force. 

(11)  All  work  done  by  one  bureau  for  another  bureau,  including  the  construction 
of  public  works,  shall  be  done  by  the  former  to  the  satisfaction  of  the  latter;  and  such 
work  shall  at  all  times  be  open  to  the  inspection  of  the  bureau  for  which  it  is  done. 

(12)  Each  bureau  shall  inspect  all  material  f^r  its  use  so  far  as  relates  to  questions 
of  acceptance  of  manufactured  or  purchased  articles. 

(13)  rlans  of  all  buildings  and  of  all  public  works  under  the  cognizance  of  the  Navy 
Department,  except  wireless  telegraph  stations  and  floating  dry  docks,  shall  be  pre- 
pared by  the  Bureau  of  Yards  and  Docks  and  approved  in  every  case  by  the  bureau 
concerned,  and  their  design  and  internal  arrangements  mutually  agreed  upon  before 
the  work  is  commenced.  When  the  buildings  or  other  public  works  are  completed 
they  ehall  be  so  reported  and  finally  turned  over  to  the  occupancy,  care,  and  control 
of  tne  bureaus  concerned. 

(14)  Each  bureau  shall  estimate  for  and  defray  from  its  own  funds  the  cost  necessary 
to  carry  out  its  duties  as  hereinafter  defined. 

(15)  No  permission  shall  be  given  by  any  bureau,  board,  or  officer  which  shall  grant 
special  privileges  or  authcoity  to  erect  a  building  on  government  property  wiUiout 
tne  authority  of  the  Secretary  of  the  Navy. 

4.  To  aid  the  Secretary  in  efficiently  administering  the  affairs  of  the  Navy  Depart- 
ment, the  work  thereof  shall  be  grouped  under  four  general  divisions,  as  foUows: 


(a)  Division  of  Operatidns  of  tne  Fleet. 
6j -  - 


Division  of  Personnel. 
Division  of  Material. 
Division  of  Inspections. 
4A.  The  office  of  Accoimts,  the  Office  of  the  Solicitori  and  the  Naval  Library  and 
War  Records  Office  shall  be  under  the  direct  supervision  of  the  Secretary  of  the  Navy. 
4B.  The  Division  of  Operations  of  the  Fleet  shall  include  the  Office  of  Naval  Intel- 
ligence, the  War  College,  and  an  Office  of  Movements  of  the  Fleet. 

4C.  The  Division  of  Personnel  diall  include  the  Bureau  of  Navigation,  the  Bureau 
of  Equipment,  the  Bureau  of  Medicine  and  Surgery,  the  Marine  Corps,  the  Office  of 
the  Judge-Advocate-General,  and  Naval  Examining  and  Retiring  Boards,  and  shall 
have  cognizance  of  matters  affecting  the  Naval  Militia. 

4D.  Tlie  Division  of  Material  shul  include  the  Bureau  of  Yards  and  Docks^  Bureau 
of  Ordnance,  Bureau  of  Construction  and  Repair,  Bureau  of  Steam  Engmeering, 
and  Bureau  of  Supplies  and  Accounts. 
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4E.  The  Division  of  InspectionB  shall  include  the  Board  of  Inspection  and  Survey 
for  Ships,  the  Board  of  Inspection  for  Shore  Stations,  and  the  special  inspecting 
officers. 

4F.  To  assist  the  Secretarv  of  the  Navy  in  coordinating  and  carrying  on  the  work 
of  the  four  divisions,  there  snail  be  on  duty  in  the  office  of  the  Secreta^  four  officers 
of  the  line  of  the  navy,  on  the  active  list,  to  be  known,  respectively,  as  the  (a)  Aid  for 
Operations;  (6)  Aid  for  Personnel;  (c)  Aid  for  Material;  (d)  Aid  for  Inspections.  These 
omceiB  shall  advise  the  Secretary  on  all  nuitters  pertainmg  to  the  duties  of  the  respec- 
tive divisions  named,  and  shall  have  authority  to  transmit  orders  of  the  Secretary  to 
the  various  chiefo  of  bureaus  and  to  the  other  subordinates  of  the  department,  signing- 
such  orders,  "Bv  direction  of  the  Secretary.'' 

4G.  (I)  The  Aids  for  Operations,  Personnel,  Material,  and  Inspections  shall  form 
the  Secretary's  council,  and  shall  be  fre^uentlv  and  r^ularly  assemoled,  the  Secretary 
of  the  Navy  presiding,  for  ihe  presentation  and  consideration  of  the  important  business 
of  the  navy.  A  line  officer  of  suitable  rank  shall  be  assigned  to  duty  as  secretary  of 
the  council;  he  shsdl  keep  a  record  of  the  proceedings  of  its  meetings,  which  rec(»d 
shall  be  regularly  placed  before  the  Secretary  after  each  meeting. 

(2)  Each  of  the  above-named  aids  shall  have  an  assistant,  to  oe  detailed  by  the 
Secretary  of  the  Navy  from  line  officers  on  the  active  list  of  the  navy,  who  shall,  in  the 
absence  of  the  aid,  succeed  temporarily  to  the  duties  of  the  latter. 

SacnoN  2. — Dirnss  gonductbd  undbb  the  ikmbdiatb  supbbvision  of  the  Sbcrb- 

TARY  OF  THB   NaVY. 

5.  The  Office  of  Accoimts,  the  Office  of  the  Solicitor,  the  Office  of  the  Library  and 
Naval  War  Records,  all  matters  referred  to  the  Navy  Department  affecting  the  em- 
ployment of  civilian  and  navy  yard  labor,  the  final  preparation  of  departmental 
estimates  for  submission  to  Congress,  and  the  general  correspondence  of  tne  Depart- 
ment of  the  Navy  shall  be  under  the  immediate  supervision  of  the  Secretary  oi  the 
Navy. 

5A.  (1)  The  duties  of  the  Office  of  Accounts  shall  comprise  all  that  relates  to  the 
supply  of  funds  for  disbursing  officers,  the  payment  for  articles  and  services  for  which 
contract  or  agreement  has  been  made  by  the  proper  authority,  and  the  keeping  of  the 
money  accounts  in  the  naval  establishment,  mcluding  accounts  of  all  manufacturing 
and  operating  expense  at  the  navy  yards  and  stations.  This  office  shall  be  under  the 
charge  of  an  officer  on  the  active  list  of  the  Pay  Corps  of  the  Navy,  to  be  detailed  by  the 
Secretary  of  the  Navy. 

(2)  It  shsdl  prescribe  the  form  and  character  of  monejr  accounts  to  be  rendered  to  it. 

5B.  (1)  It  snail  be  the  duty  of  the  solicitor  to  examine  and  report  upon  questions 
of  law,  including  the  drafting  and  interpretation  of  statutes,  ana  matters  submiited 
to  the  accounting  officers  not  relating  to  the  personnel;  preparation  of  advertisements, 
proposals,  and  contracts;  insurance;  patents;  the  sufficiency  of  official,  contract,  and 
other  bonds  and  guarantees;  proceedmgs  in  the  civil  courts  by  or  against  the  Govern- 
ment or  its  officers;  claims  by  or  against  the  Government;  questions  submitted  to  the 
Attorney-General,  except  such  as  are  under  the  co^^niaance  of  the  Judse- Advocate- 
General;  bills  and  congressional  resolutions  and  inquiries  not  relating  to  tne  personnel 
and  not  elsewhere  assigned;  and  to  conduct  the  correspondence  respecting  the  fore- 
going duties. 

(2)  He  shall  be  charged,  under  the  special  instructions  of  the  Secretary  of  the 
Navy,  with  the  searching  of  titles,  purchase,  sale,  transfer,  and  other  questions  affect- 
ing; lands  and  buildings  pertaining  to  the  navy,  and  with  the  care  and  preservation  of 
all  muniments  of  title  to  land  acquired  for  naval  uses. 

(3)  He  shall  also  render  opinion  upon  any  matter  or  question  of  law  whan  directed 
to  do  BO  by  the  Secretary  oi  the  Navy. 

Section  3.— Thb  Division  of  Operations  of  the  Fleet. 

6.  (I)  The  aid  for  operatiotls  shall  advise  the  Secretary  as  to  strategic  and  tactical 
mattersj  in  conjunction  with  the  recommendations  of  the  General  Board  as  covered 
by  section  7  of  this  chapter,  and  shall  also  advise  regarding  all  movements  of  na^ 
vessels,  and  in  general  regarding  the  operations  of  the  vessels  of  the  nayv. 

(2)  He  shall  prepare  all  orders  governing  the  movements  of  vessels  which  are  issued 
by  the  Navy  Department.  In  order  to  prevent  conflicting  instructions,  and  to  control 
the  readiness  of  ships  for  service,  all  communications  to  or  from  the  bureaus  of  the 
Divisions  of  Personnel  and  Material  relative  to  the  readiness  or  condition  for  service 
of  ships  in  commission  shall  be  forwarded  to  the  Secretary  of  the  Navy  direct;  but 
when  a  definite  date  has  been  approved  for  the  completion  of  repaiiB  or  cfamges,  only 
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floch  communications  as  may  affect  the  date  of  completion  shall  be  so  forwarded. 
AU  reports  of  movements  of  ships  heretofore  made  to  the  Bureau  of  Navigation  shall 
hereafter  be  made  to  the  Secretary  of  the  Navv  direct. 

(3)  He  shall  keep  the  records  of  service  of  all  fleets^  squadrons,  and  ships,  and  shall 
furnish  to  the  Bureau  of  Navigation  such  data  relatmg  thereto  as  may  be  necessary 
for  the  preparation  of  the  annual  Navy  Register.  AU  reports  of  service  performed 
by  ships  shall  be  forwarded  to  the  Secretary  of  the  Navy. 

(4)  He  shall  be  charged  with  the  promulgation  and  record  of  general  orders  and  ^ 
special  orders  issued  by  the  Secretary  of  the  Navy,  and  with  advising  the  Secretary  as  to 
tne  enforcement  of  such  of  these  as  relate  to  operations  of  the  fleet. 

(5)  He  shall  be  charged  with  the  preparation,  revision,  and  advising  the  Secretary 
is  regard  to  the  enforcement  of  all  tactics,  drill  books,  signal  codes,  and  cipher  codes, 
and  with  the  preparation  and  revision  of  the  Regulations  for  the  Government  of  the 
Navy. 

(6)  He  shall  advise  the  Secretary  as  to  all  matters  pertaining  to  target  practice, 
steaming  efficiency  tests,  and  like  matters  of  fleet  training. 

(7)  He  shall  advise  the  Secretary  as  to  all  matters  pertaining  to  the  location  and 
other  features  affecting  the  military  value  of  wireless  telegraph  stations. 

(8)  He  shall  advise  the  Secretarv  as  to  all  matters  pertaining  to  operations,  maneu- 
vers (strategical  and  tactical),  and  organization  of  the  fleet. 

(9)  He  shall,  in  conjunction  with  the  General  Board,  make  recommendations  as  to 
the  militarv  features  of  all  new  ships,  as  to  any  proposed  repair  or  alteration  to  a  ship 
which  will  affect  any  military  feature,  and  as  to  the  expediency  o'  undertaking 
extensive  repairs  to  any  ship. 

(10)  He  snail  make  recommendation,  in  conjunction  with  the  General  Board, 
regarding  the  location,  capacity,  and  protection  of  coal  and  fuel  depots  and  supplies 
of  coal  and  fuel,  together  with  the  location,  equipment,  general  arrangement,  and 
protection  of  naval  stations,  reserves  of  ordnance  and  ammunition,  and  depots  of 
supplies,  with  a  view  to  meeting  effectively  the  demands  of  the  fleet;  and  shall 
advise  tne  Secretary  as  to  controlling  the  delivery  to  the  fleet  of  provisions  and  stores 
of  every  kind  required  therefor.  He  shall,  in  conjunction  with  the  General  Board, 
recommend  the  number,  type,  and  all  features  which  affect  the  military  value  of  all 
dry  docks  of  whatever  nature. 

(11)  When  fuel  or  water  is  to  be  transported  for  the  use  of  ships,  the  aid  for  opera- 
tions shall  inform  the  Bureau  of  Supplies  and  Accounts  as  to  the  quantity,  place, 
and  time  of  delivery,  amd  such  transportation  shall  be  made  in  naval  auxiliary  shins, 
under  the  direction  of  the  department,  or  in  merchant  vessels  chartered  by  tne 
Bureau  of  Supplies  and  Accounts,  as  circumstances  may  require. 

(12)  He  shall,  in  conjunction  with  the  General  Boar(L  advise  the  Secretary  as  to 
coordinating  the  work  of  the  N&\^\  War  College  and  the  Ofl^ce  of  Naval  Intelligence. 

Section  4. — ^Thb  Division  of  Personnel. 

7.  The  aid  for  personnel  shall  advise  the  Secretary  as  to  the  work  of  the  Bureau  of 
Navigation,  Bureau  of  Equipment,  Bureau  of  Medicine  and  Surgery,  Marine  Corps, 
Judge-Advocate-General,  and  Naval  Examining  and  Retiring  Boards,  and  as  to 
matters  affecting  the  Naval  Militia. 

7 A.  (1)  The  auties  of  the  Bureau  of  Navigation  shall  comprise  the  issue,  record, 
and  enforcement  of  the  orders  of  the  Secretary  to  the  individual  officers  of  the  navy: 
the  training  and  education  of  line  officers  and  of  enlisted  men  (except  of  the  hospital 
corps)  at  schools  and  stations  and  in  vessels  maintained  for  that  purpose;  the  super- 
vision and  control  of  the  Naval  Academy,  technical  schools  for  line  officers  (not 
including  the  Naval  War  College),  the  apprentice  seamen  establishment,  schools  for 
the  technical  education  of  enlisted  men,  and  the  Naval  Home  at  Philadelphia,  Pa.; 
the  maintenance  and  repair  of  the  Naval  War  College;  the  enlistment,  assignment 
to  duty,  and  discharge  of  all  enlisted  persons;  and  tne  preparation  of  estimates  for 
the  pay  of  all  officers  and  enlisted  men. 

(2)  It  shall  have  under  its  direction  all  rendezvous  and  receiving  ships,  and  shall 
provide  transportation  for  all  enlisted  persons  under  its  cognizance. 

^3)  It  shall  establish  the  complements  of  all  ships  in  commission. 

(4)  It  shall  keep  the  records  of  service  of  all  officers  and  men,  and  shall  prepare  an 
annual  navy  register  for  publication,  embodying  therein  data  as  to  fleets,  squadrons, 
and  ships  which  shall  be  furnished  by  the  aid  tor  operations. 

(5)  It  shall  be  charged  with  all  matters  pertaining  to  applications  for  appointments 
azid  commissions  in  the  navy,  and  with  the  preparation  of  such  appointments  and  com- 
missions  for  signature. 
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(6)  It  shall  be  chan;ed  with  the  preparation,  revision)  and  enforcement  of  all  r^gu- 
"  *  '    "n,  and  witn  tne  distribution  of  all  orders  and  regulations  of 


lations  governing  uniiorm, 
a  general  or  circular  character. 

(7)  Questions  of  naval  discipline,  rewards,  and  punishments  will  be  submitted  by 
this  bureau  for  the  action  of  the  Secretary  of  the  Navy.  The  records  of  all  general 
courts-martial  and  courts  of  inquiry  involving  the  personnel  of  the  navy  shall,  before 
final  action,  be  referred  to  this  oureau  for  comment  as  to  disciplinary  features. 

(8)  It  shall  receive  and  bring  to  the  attention  of  the  Secretary  of  the  Navy  all  appli- 
cations from  officers  for  duty  or  leave. 

(9)  It  shall  receive  all  reports  of  services  [>erformed  bv  individual  officers  or  men. 
7B.  (1)  The  duties  of  the  Bureau  of  Equipment  shall  include  all  that  relates  to 

the  supply  of  ships  with  navigational  outfits,  including  instruments,  and  with  the 
maintenance  aud  repair  of  the  same. 
^2)  It  shall  have  charge  of  the  Naval  Observatory  and  Nautical  Almanac. 

(3)  It  shall  have  charge  of  the  Hydrographic  Office,  the  duties  of  which  office  shall 
include  chaige  of  the  compass  office;  tne  collection  of  foreign  surveys:  publication 
and  supplv  of  charts,  sailing  directions,  and  nautical  works,  and  the  dissemination 
of  nautiou,  hydrographic,  and  meteorological  information  to  the  navy  and  mercantile 
marine. 

(4)  It  shall  have  chaige  of  all  ocean  and  lake  surveys. 
?5)  It  shall  have  chaige  of  ships'  and  crews'  libraries. 

(6)  It  shall  defray  the  expense  of  pilotage  of  all  shine  in  commission. 

7G.  (1)  The  Bureau  of  Medicine  and  Surgery  shall  nave  chaige  of  all  hospitals  and 
of  the  force  employed  there;  it  shall  advise  with  respect  to  all  Questions  connected 
with  hygiene  and  sanitation  affecting  the  service  and,  to  this  ena,  shall  have  oppor- 
tunity for  necessary  inspection;  it  snail  provide  for  physical  examinations;  it  snail 
pass  upon  the  competency,  from  a  professional  standpoint,  of  all  men  in  the  hospital 
corps  for  enlistment  and  promotion  by  means  of  examinations  conducted  under  its 
supervision  or  under  forms  prescribed  by  it;  it  shall  have  information  as  to  the  assign- 
ment and  duties  of  all  enlisted  men  of  the  hospital  corps;  it  shall  recommend  to  me 
Bureau  of  Navigation  the  complement  of  medical  officers  and  hospital  corps  for  hos- 
pital ships,  and  shall  have  power  to  appoint  and  remove  all  nurses  in  the  nurse  corpe 
(female),  subject  to  the  approval  of  the  Secretary  of  the  Navy. 

(2)  Except  as  otherwise  provided  for,  the  duties  ol  the  Bureau  of  Medicine  and  Sur- 
gery shall  comprise  all  that  relates  to  medical  supply  depots,  medical  laboratories, 
naval  hospitals,  dispensaries,  technical  schools  for  the  medical  and  hospital  corps, 
and  the  nurse  corps  (female). 

(3)  It  shall  approve  the  design  of  hospital  ships  in  so  &ur  as  relates  to  their  efficiency 
for  the  care  of  the  sick  and  wounded. 

(4)  Except  as  otherwise  provided,  it  shall  equip,  maintain,  and  repair  all  the  build- 
ings constructed  for  its  own  purpose  outside  the  limits  of  navy  yards,  and  shall  be 
charged  with  the  preservation  of  the  public  property  under  its  control. 

(5)  It  shall  require  for  all  supplies,  medicines,  and  instruments  used  in  the  medical 
department  of  the  navy.  It  shall  have  control  of  the  preparation,  reception,  storage, 
care,  custody,  transfer,  and  issue  of  all  supplies  of  every  kind  used  in  the  medical 
department  for  its  own  purposes. 

7D.  (1)  The  duties  of  the  Judge-Advocate-General  of  the  Navy  shall  be  to  revise 
and  report  upon  the  legal  features  of  and  to  have  recorded  the  proceedings  of  all 
courts-martial,  courts  of  inquiry,  boards  of  investigation  and  inquest,  ard  beards  for 
the  examination  of  officers  for  retirement  and  promotion  in  tne  naval  service:  to 
prepare  charges  and  specifications  for  courts- martial,  and  the  necePFarj-  orders  con- 
vening courts-martial,  in  cases  where  such  courts  are  ordered  by  the  Secretary'  of  the 
Navy;  to  prepare  general  orders  promulgating  the  final  action  of  the  reviewing  author- 
ity in  court-martial  cases;  to  prepare  the  necessary  orders  convening  court fcof  inquiry 
and  boards  for  the  examination  of  officers  for  promotion  and  retirement,  and  for  the 
examination  of  candidates  for  appointment  as  comnissioned  cfFcers  in  the  navy 
other  than  midshipmen,  and  to  conduct  all  official  correspondence  relating  to  such 
courts  and  boards. 

(2)  It  shall  also  be  the  duty  of  the  Judge-Advocate-Gencral  to  examine  and  report 
upon  all  questions  relating  to  the  construction  of  the  regulations,  to  rank  and  prece- 
dence, to  promotions  and  retirements,  and  to  the  validity  of  the  prrreedings  in  court- 
martial  cases;  all  matters  relating  to  the  supervision  and  control  of  naval  prisons 
and  prisoners;  the  removal  of  the  mark  of  desertion;  the  correction  of  records  of  service 
and  reporting  thereupon  in  the  Regular  or  Volunteer  Navy;  certification  of  discharge 
in  true  name;  pardons;  bills  and  resolutions  introduced  in  Congress  relating  to  the 
personnel  and  referred  to  the  department  for  report;  references  to  the  Comptroller 
of  the  Treasury  wi^  regard  to  pay  and  allowances  of  the  personnel;  questions  involv- 
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isg  points  of  law  concemiD^  the  personnel;  and  to  conduct  the  correspondence  respect^ 
ing  the  foreeoing  duties,  inducing  the  preparation  for  submission  to  the  Attorney- 
General  of  all  questions  relating  to  subjects  coming  under  his  own  cognizance  which 
the  Secretary  of  the  Navy  may  direct  to  be  so  referred. 

Sbction  5. — ^Thb  Division  of  Material. 

8.  The  aid  for  material  shall  advise  the  Secretary  as  to  the  work  of  the  Bureau  of 
Yards  and  Docks,  Bureau  of  Ordnance,  Bureau  of  Construction  and  Repair,  Bureau 
of  Steam  Engineering,  and  Bureau  of  Supplies  and  Accounts. 

8 A.  It  shall  be  the  duty  of  the  aid  for  material  to  assist  the  Secretary  in  insuring 
that  all  work  performed  bv  the  bureaus  comprising  the  Division  of  Material  shall  be 
efficiently  ana  economically  done;  to  advise  the  Secretary  of  the  Navy  with  a  view 
to  securing  coordination,  and  to  prepare  for  issue  by  the  Secretary  of  the  Navy  the 
necessary  orders  in  relation  to  the  Division  of  Material  and  the  bureaus  comprising  it;  to 
examine  all  reports  of  boards  or  Individuals  authorized  to  make  inspections  relative  to 
the  work  of  the  Division  of  Material,  and  to  recommend  to  the  Secretary  such  action 
thereon  as  may  be  necessary. 

SB.  (1)  The  duties  of  the  Bureau  of  Yards  and  Docks  shall  include  all  that  relates 
to  the  design,  specifications,  construction,  inspection,  maintenance,  and  repair  of  all 
public  works  under  the  cognizance  of  the  Navy  Department,  with  such  exceptions 
as  are  hereafter  specified  in  this  article.  Subject  to  the  provisions  of  article  3,  para- 
graph 13,  it  shall  prepare  the  plans  and  make  the  estimates  for  all  public  works, 
except  wireless  telegraph  stations  and  floating  dry  docks. 

(2)  Any  public  work  located  at  the  Naval  War  College.  Naval  Academy,  training 
stations.  Torpedo  Station,  Proving  Ground,  magazines,  hospitals,  wireless  stations, 
and  coaling  stations,  or  elsewhere  outside  of  navy-yards,  snail  be  maintained  ana 
repaired  by  the  bureau  using  it,  except  that  public  works  at  the  Navid  War  Collm 
shall  be  maintained  and  repaired  by  the  Bureau  of  Navigation.  But  when  repairs 
thereto  cover  material  additions  involving  new  construction^  the  matter  wiu  be 
referred  to  the  commandant  of  the  naval  station  within  the  limits  of  whose  command 
such  public  work  may  lie,  and  that  oflicer  will,  in  his  discretion,  direct  the  civil 
engineer  under  his  command  to  perionn  such  service  in  relation  to  the  design,  specifi- 
cations, contract,  or  inspection^  or  all  of  them,  as  may  be  necessary. 

(3)  The  design  of  the  machinery  of  power  plants  and  mechanical  coaling  plants 
and  the  details  of  the  installation  thereof  shall  be  subject  to  the  approval  of  the  Bureau 
of  Steam  Engineering .  The  design  of  all  coaling  plants  shall  be  suoject  to  the  approval 
of  the  Secretary  of  the  Navy  as  to  military  requirements.  Power  plants  and  mecnanical 
coaling  plants,  when  completed,  shall  be  turned  over  to  the  Bureau  of  Steam  Engineer- 
ing for  operation,  such  operation  including  the  providing  of  all  labor  and  supplies 
connected  with  the  generation  and  transmission  of  power,  light,  and  heat,  and  with 
the  handling  of  coal. 

(4)  It  shall  require  for  and  repair  all  furniture  for  all  buildings  in  navy-yards  and 
at  naval  stations,  but  not  at  points  excepted  4n  paragraph  2  of  this  article. 

(5)  It  shall  have  charge,  at  navy-yards  and  stations,  of  all  landings,  derricks,  shears, 
cranes,  sewers,  dredging,  railway  tracks  and  rolling  stock,  trucks  and  road  vehicles, 
grading,  paving,  walks,  shade  trees,  inclosure  walls  and  fences,  ditching,  reservoirs, 
cisterns,  fire  engines  and  apparatus,  and  flags  and  awnings,  and  shall  provide  the 
above  or  require  for  all  material  and  articles  necessary  therefor,  and  shall  pay  for 
watchmen  and  shipkeepers,  care  of  grounds,  and  for  the  protection  of  public  property 
therein.  But  the  provisions  of  this  paragraph  shall  not  apply  at  stations  excepted  in 
partftgraph  2  of  this  article. 

(6)  It  shall  require  for  the  furniture,  stationery,  blank  books  and  forms,  and  provide 
the  clerical  force,  messengers,  and  laborers  necessary  for  the  ofiices  of  the  commandant, 
captain  of  the  yard,  and  civil  engineer  of  navy-yards,  and  defray  the  cost  of  the  same. 

(7)  It  shall  provide  the  live  stock  and  motor  vehicles  required  for  all  purposes  at 
navy-yards,  their  subsistence  and  care,  and  the  necessary  employees  for  the  same. 
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(8)  The  responsibilitieB  of  the  several  bureaus  laid  down  in  theBe  r^olationt  in 
regard  to  pubuc  works  are  summarized  in  the  following  table: 

Table  showing  respannbility /or  public  tPork», 


Bureau  which— 

Name  of  public  work. 

Designs  and 

prepares 
specifications. 

in  regard  to 
desi^  and 
has  right  of 
inspection. 

Constructs  or 
superintends. 

Repaira  and 
maintains.^ 

Operates. 

Bulldlvgs  at  yft^d^ 

Y.andD.... 

Y.andD.... 
Y.andD.... 
Y.andD.... 
Y.andD.... 
Y.andD.... 
Y.andD.... 
Y.andD.... 

S.E 

Y.andD.... 

Y.andD.... 
Y.andD.... 
Y.andD.... 
Y.andD.... 
C.andR.... 

Bu.    con- 
cerned. 

Nav 

Y.andD.... 

Y.and  D.... 
Y.andD.... 
Y.andD.... 
Y.andD.... 
Y.andD.... 
Y.and  D.... 
Y.andD.... 

8.B 

Y.andD.... 

Y.andD.... 
Y.andD.... 
Y.andD.... 
Y.andD.... 
C.andR.... 
S.E 

Y.andD.... 
Nav 

Bu.     c  0  n  - 

PubUc  worka  at— 

Naval  War  College 

cemed. 
Nav. 

Naval  Academy 

Nav 

Nav 

Xav. 

Training  sto-tiorw 

Nav 

Nav 

Nav. 

Torpedo  Station 

Ord 

Ord 

Ord. 

Proving  Ground ............ 

Ord 

Ord 

Ord 

Ord. 

MaraitXTiffl 

Ord 

Ord. 

Hospitals 

M.and  8.... 

Bu.    c  0  n  • 
cemed. 

S.E 

S.E 

S.E 

C.andR.... 

M.and  8.... 

S.E 

Bu.    con- 
cerned. 

S.E 

Y.andD.... 
Y.andD.... 
Y.and  D»... 
C.andR.... 
S.E 

M.  and  8. 

WireleaBfltatlonfl 

Elsewhere,  outside  yards 

Coaling  plants  not  at  yards 

Coaling  plants  at  yarcu 

S.E. 

Bu.     c  0  n  - 

cerned. 
S.E. 
S.E. 

Power  plants  at  navy-yards 

Stationary  dry  docks 

S.E. 
C.  and  R. 

I'loating  dry  docks,  hull 

Ftoating  dry  docks,  machinery. . . 

C. and  R. 

B.E 

C.andR.... 

S.E. 

•  Repairs  involving  new  construction  subject  to  Art.  8B,  par.  2. 
k  Cared  for  by  Construction  and  Repair. 

80.  (1)  The  duties  of  the  Bureau  of  Ordnance  shall  comprim  the  supervision  and 
control  of  the  Naval  Gun  Factory,  Torpedo  Station,  Naval  Proving  Ground,  and 
magazines  on  shore,  together  with  all  that  relates  to  the  desi^  and  manu^ture  of 
offensive  and  defennve  arms,  mounts,  and  apparatus  (including  torpedoes),  and  all 
armor,  ammunition,  and  war  exi)lo8ive8. 

(2)  It  shall  determine  the  interior  dimensions  of  revolving  turrets  and  their  require- 
ments as  r^ards  rotation. 

(3)  It  shall,  as  the  work  proceeds,  inspect  the  installation  of  the  permanent  fixtures 
of  the  armament  and  its  accessories  on  ooard  ship,  including  fire  control  installations 
and  battle  order  and  range  transmitters  and  indicators,  and  the  methods  of  stowing, 
handling,  and  transporting  ammunition  and  torpedoes,  all  of  which  work  shall  be 
performed  to  its  satisfaction.  It  shall  desi^  and  construct  turret  ammunition  hoists, 
determine  the  requirements  of  all  ammunition  hoists,  and  the  method  of  construction 
of  armories  and  ammunition  rooms  on  shipboard,  and,  in  conjunction  with  the  Bureau 
of  Construction  and  Repair,  determine  upon  their  location  and  that  of  the  ammunition 
hoists.  It  shall  control  the  installation  of  all  parts  of  the  armament  and  its  accessories 
which  are  not  permanently  attached  to  any  portion  of  the  structure  of  the  hull,  except- 
ing turret  guns,  turret  mounts,  and  ammunition  hoists,  and  such  other  mounts  as 
require  simultaneous  structural  work  in  connection  with  installation  or  removal,  and 
except  such  power  apparatus  as  is  placed  by  these  regulations  under  the  cognizance 
of  the  Bureau  of  Steam  Engineering.  It  shall  confer  with  the  Bureau  of  Construction 
and  Repair  respecting  the  arrangements  for  centering  the  turrets  and  the  character  of  the 
roller  i^ths  and  their  supports,  and  with  the  Bureau  of  Steam  Engineering  respecting 
the  design  and  installation  of  the  power  apparatus  imder  the  cognizance  of  that  bureau 
emploved  for  the  operation  of  devices  under  the  cognizance  of  the  Bureau  of  Ordnance. 

(4)  It  shall  have  cognizance  of  all  ammunition  hoists,  rammers,  and  gun-elevating 
gear  in  turrets,  of  range  finders,  of  training  and  elevating  gear  for  gim  mounts  not  in 
turrets,  and  of  air  compressors  for  charging  torpedoes  when  not  direct-connected  to  the 
driving  mechanism,  except  so  far  as  power  apparatus  is  placed  under  the  cognizance 
of  the  Bureau  of  Steam  Engineering  by  other  articles  of  these  regulations. 

9.  (I)  The  duties  of  the  Bureau  of  Construction  and  Repair  shall  comprise  the 
responsibility  for  the  structural  strength  of  all  ships  and  floating  dry  docks  built  for 
the  navy:  and,  except  as  otherwise  provided  for  in  regard  to  military  features  of 
design,  ail  that  relates  to  the  designing,  building,  fitting,  and  repairing  of  the  hulls  of 
i^p6  and  floating  dry  docks,  turrets,  spars,  and  ventilating  apparatus,  except  such 
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parts  diereol  as  are  under  the  Bureau  of  Steam  Engineering;  aiad,  alter  consultation 
with  tiie  Bureau  of  Ordnance,  and  in  accordance  with  the  requirements  thereof  as 
determined  by  that  bureau,  the  dedgnine,  constractingj  and  installing  of  independent 
ammuniticm  hoists,  and  the  installing  of  tne  permanent  fixtures  of  all  other  ammunition 
hoists  and  their  api>urtenances;  the  placing  and  securing  of  armor;  the  [facing  and 
securing  on  board  ship,  to  the  satisfaction  of  the  Bureau  of  Ordnance,  of  the  permanent 
fixtures  of  the  armament  and  accessories  as  manu&ctured  and  supplied  by  tlutt  bureau; 
the  inslalling  of  the  turret  guns,  turret  mounts,  and  ammunition  hoists,  and  of  such 
other  mounts  as  require  simultaneous  structural  work  in  connection  witn  installation 
or  removal ;  the  supplying  and  fitting  of  rope,  cordage,  rimng,  sails,  awnings  and  other , 
canvas,  and  flags  and  bunting;  and  the  supplying,  installing,  and  repairing  of  galley 
ranges,  steam  cookers,  and  other  permanent  galley  fittings,  such  permanent  fittings 
to  be  to  the  satisfaction  of  the  Bureau  of  Supplies  and  Accounts.  The  Bureau  of  Con- 
struction and  Repair  shall  also,  after  conference  with  the  Bureau  of  Ordnance,  design 
the  arrangements  for  centering  the  turrets  and  the  character  of  the  roller  paths  and 
their  supports,  and  shall  furnish  that  bureau  every  opportunity  to  inspect  the  installa- 
tion on  board  ship  of  all  permanent  fixtures  of  the  armament  and  accessories  supplied 
by  the  latter.  All  work  under  the  Bureau  of  Construction  and  Repair  in  connection 
with  the  application  of  power  to  machinery  imder  its  cognizance  snail  be  performed 
after  consultation  and  agreement  with  the  Bureau  of  Steam  Engineering. 

(2)  With  the  exception  of  the  driving  power,  it  shall  have  co^izance  of  all  turret- 
turning  machinery  and  all  ammunition  hoists  (except  turret  hoists),  the  same  to  con- 
form to  the  requirements  of  the  Bureau  of  Ordnance  as  to  power,  speed,  and  control. 
It  shall  also  have  cognizance  of  boat  cranes,  except  the  driving  power  thereof,  of  hand 
pumps  not  in  the  engine  or  fire  rooms,  ana  of  power  boats,  except  the  motive  power 
of  the  latter. 

(3)  It  shall  install,  to  the  satis^tion  of  the  Bureau  of  Steam  Engineering,  all 
conduit  and  moldine  or  other  means  for  carrying  electric  wiring,  and  all  steam  heating 
apparatus  outside  tne  engine  and  fire  rooms.  It  shall  supply  and  instill  all  voice 
tubes  and  mechanical  signal  communication,  the  work  in  all  cases  to  be  done  to  the 
satisfaction  of  the  bureau  which  will  use  the  apparatus. 


(4)  It  shall  have  charge  of  the  docking  of  ships. 

(5)  Itf"  " ^^"  ^"'  r.-^.-r^^-.-  - 


\,  shall  consult  with  the  Bureau  of  Yards  and  Docks  in  regard  to  the  design  of 
aU  stationary  dry  docks;  it  shall  care  for  and  operate  all  stationary  dry  docks;  it  shall 
design,  construct,  operate,  repair,  clean,  and  maintain  all  floating  diy  docks,  except 
the  power  plants  thereof. 

(6)  It  shall  design,  install,  maintain,  and  repair  the  steering  gear,  with  the  excep- 
tion of  the  steering  engine. 

10.  (1)  The  duties  of  the  Bureau  of  Steam  Engineering  shall  comprise  all  that 
relates  to  the  designing,  building,  fitting  out,  and  repairing  of  machinery  used  for  the 
propulsion  and  handling  of  ships,  floating  dry  docxs,  and  power  boats,  and  also  of 
driving  machinery  for  all  power-driven  machines  under  the  cognizance  of  other 
bureaus;  all  steam  pumps,  aistilling  apparatus,  refrigerating  apparatus,  anchors,  and 
cables;  all  steam  connections  of  ships  (except  steam  heaters  outside  the  engine  and 
fire  rooms);  and  all  capstans,  windlasses,  and  steering  engines. 

(2)  It  shall  have  charge  of  the  desigUi  installation,  mamtenance,  and  repair  of  all 
electric  lighting  apparatus  and  of  all  electric,  hydraulic,  pneumatic,  and  other  power 
appliances  of  whatsoever  nature  on  board  ship.  )\liere  such  appliances  furnish  pow^ 
for  the  use  of  another  bureau,  the  design,  installation,  and  methods  of  application 
shall  be  made  to  the  satisfaction  of  that  bureau.  Where  power-driving  macninery  is 
direct-connected  to  the  machinery  which  it  drives,  the  entire  machine  shall  be  under 
the  cognisance  of  the  Bureau  of  Steam  Engineering,  but  its  design  and  installation 
shall  be  made  to  the  satisfaction  of  such  other  bureau  as  may  use  it.  It  shall  have 
chajge  of  t^e  design,  manufacture,  installation,  maintenance,  and  repair  of  interior 
and  exterior  electric  signal  communications.  It  shall  connect  up  and  test  all  elec- 
trical work,  and  shall  run  all  electric  wiring. 

(3)  It  shall  have  charge  of  the  design,  manufacture,  installation,  maintenance, 
repair,  and  operation  of  wireless  telegraph  outfits  on  board  ship,  and  of  wireless  tele- 
graph outfits  and  stations  on  shore. 

(4)  It  shall  design,  construct,  install,  maintain,  repair,  and  operate  the  power 
plants  and  machinerv  of  all  floating  dry  docks;  but  the  design  shall  be  made  after 
agreement  with  the  Bureau  of  Construction  and  Repair. 

(5)  It  shall  operate  all  mechanical  coaling  plants,  whether  at  a  navy-yard  or  else- 
where, and  shall  pass  upon  the  operating  features  of  all  plans  for  the  construction  of 
such  plants  prepared  by  the  Bureau  of  Yards  and  Docks.  It  shall  inspect  all  coal 
for  the  fleet. 
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(6)  It  shall,  before  work  is  begun  thereon,  approve  the  design  and  specifications  of 
the  machinery  for  power  plants  at  navy-yards  and  stations  prepared  oy  the  Bureau 
of  Yards  and  Docks,  whicn  design  and  specifications,  together  with  the  detuls  of  the 
installation  of  such  machinery,  shall  be  made  to  tne  satisfaction  of  the  Bureau  of 
Steam  Engineering.  When  such  plant  is  completed  it  shall  be  turned  over  to  the 
Bureau  of  Steam  Engineering  for  operation,  such  operation  including  the  providing 
of  labor  and  supplies  connected  witn  the  generation  and  transmission  of  power,  light, 
and  heat.  All  power,  licht,  and  heat  ue^  in  navy-yards,  when  not  supplied  nrom 
outside  sources,  shall  be  furnished  by  the  yard  power  plant,  and  shall  be  paid  for  by 
the  several  bureaus  using  the  same,  as  the  department  may  direct. 

(7)  It  shall  have  supervision  and  control  of  the  Engineering  Experiment  Station. 

11.  (1)  The  duties  of  the  Bureau  of  Supplies  and  Accounts  shall  comprise  all  that 
relates  to  the  purchase,  reception,  storage,  care,  custody,  transfer,  shipment,  and  issue 
of  all  supplies,  including  coal  and  water,  for  the  naval  establishment,  and  the  keeping 
of  property  accounts  for  the  same,  except  supplies  for  the  Marine  Corps,  and  except 
the  reception,  stance,  care,  custody,  transfer,  property  accounts,  and  issue  of  medical 
supplies;  and  requiring  for,  preparing,  or  manufacturins;  of  provisions,  clothing,  and 
small  stores;  and  the  requiring  for  material  under  the  Naval  Supply  Fund. 

(2)  It  shall  supply  all  stationerv,  blank  books,  and  forms  used  in  the  rendition  of 
property  or  money  accounts,  the  form  and  character  of  such  as  relate  to  the  office  of 
accounts  being  determined  by  that  office. 

(3)  It  shall  nave  charge  of  all  shipments,  except  those  of  supplies  for  the  Marine 
Corps. 

(4)  The  cost  of  supplies  purchased  by  this  bureau  for  other  bureaus  or  branches  of 
the  naval  establishment  shall  be  defrayed  out  of  the  appropriations  provided  therefor 
by  law  coming  under  the  cognisance  of  those  bureaus  or  branches. 

(5)  It  shall  provide  mess  outfits  and  portable  galley  equipments  and  shall  approve 
the  character  and  type  of  permanent  galley  fittings,  such  as  ranges,  boilers,  steam 
cookers,  bfO^e  ovens,  and  like  utensils. 

(6)  The  custody  of  coal  for  the  naval  establishment  with  which  this  bureau  is 
charged  shall  extend  to  that  stored  in  mechanical  coaling  plants  operated  by  the 
Bureau  of  Steam  Engineering.  Coal  used  by  other  bureaus  shall  be  issued  thereto 
by  the  Bureau  of  Supplies  and  Accounts,  which  shall  also  be  charged  with  all  matters 
pertaining  to  the  transportation  thereof,  except  where  naval  auxiliary  ships  are 
employed. 

SBcnoN  6.— The  Division  of  Inspections. 

12.  (1)  The  aid  for  inspections  shall  advise  the  Secretary  as  to  the  work  of  the 
Board  oi  Inspection  and  Survey  for  Ships,  the  Board  of  Inspection  for  Shore  Stations, 
and  all  boarols  and  individuals  whose  duties  may  relate  to  the  inspection  of  material 
or  personnel  of  the  naval  service,  including  inspections  of  the  condition  of  material 
already  accepted  and  in  service  and  of  the  method  of  performance  of  duty  of  all  indi- 
viduals, but  excluding  the  acceptance  inspection  of  manufactured  or  purchased 
articles  otherwise  provided  for,  and  excluding  also  the  examinations  of  officers  ana 
others  for  admission  to  or  advancement  in  the  service. 

(2)  All  reports  of  inspections  within  the  scope  of  this  division,  as  indicated  in  the 
preceding  paragraph,  snail  be  forwarded  to  the  Secretary  of  the  Navy. 

(3)  In  aodition  to  the  inspections  required  by  articles  13  and  14,  the  aid  for  inspec- 
tions shall,  from  time  to  time,  recommend  to  the  Secretary  the  detail  of  one  or  more 
officers  attached  to  the  division  to  investigate  each  of  the  various  features  affecting 
naval  efficiency  and  economy  of  public  expenditures.  The  officers  so  detailed  shall 
be  chosen  with  regard  to  their  expertness  in  the  subject  under  investi^tion,  and  shall, 
through  orders  of  proper  superior  authority,  have  placed  at  their  disposal  all  neces- 
sary mcilities  and  data,  including,  where  necessary,  all  vouchers  and  other  papers 
relating  to  financial  accounts;  and  they  shall  also  have  opportunity  for  verifying 
accounts,  for  counting  public  funds,  and  for  making  inventones  of  public  property. 

13.  The  Board  of  Inspection  ana  Survey  for  Ships,  under  specific  orders  in  each 
case  from  the  department,  shall  be  charged  with  the  acceptance  examinations  and 
trials  of  all  naval  vessels  biiilt  by  private  firms,  and  the  inspection  of  all  naval  vessels 
newly  commissioned.  It  shall  inspect  and  examine  all  naval  vessels  on  their 
return  from  foreign  stations,  and  vessels  in  the  United  States  as  often  as  once  in 
three  years  when  practicable,  and,  when  ordered,  shall  inspect  any  vessel  in  reserve 
or  in  ordinary,  and  shall  report  in  writing  to  the  Secretary  of  the  Navy  which  of  said 
vessels  are  unfit  for  further  service,  or,  if  the  same  are  unfinished  in  any  navy-yard, 
those  which  can  not  be  finished  without  great  and  disproportionate  expense,  and  shall 
in  such  report  state  fully  the  grounds  and  reasons  for  this  opinion. 
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14.  (1)  The  Board  of  Inspection  for  Shore  Stations  shall  inspect  at  least  annually 
the  condition  and  efRciency  of  all  shore  stations,  including  the  Naval  War  College, 
Naval  Academy,  training  stations,  torpqtfo  station,  proving  eround,  magazines, 
hospitals,  wirel«49  stations,  coaling  stations,  marine  posts,  School  of  Application  for 
Marines,  and  all  technical  schools  for  officers  and  enlisted  men. 

(2)  It  shall  also  be  called  upon  to  make  recommendations  as  to  the  plan  of  develop- 
ment of  navy-yards  and  stations,  so  far  as  relates  to  public  works  and  utilities,  in  order 
that  the  facilities  and  resources  thereof  shall  acconl  with  the  military  requirements 
prescribed  by  the  Navy  Department.  To  this  end  it  shall  carefully  scrutinize  the 
yearly  estimates  for  improvement  at  the  different  yards,  and  make  recommendations 
in  r^ard  thereto  according  to  their  relative  value  to  the  neet. 

Skction  7. — Duties  of  thb  Gknbral  Boabo. 

15.  (1)  The  General  Board  shall  devise  measures  and  plans  for  the  effective  prepara- 
tion and  maintenance  of  the  fleet  for  war  and  shall  advise  the  Secretary  of  the  Navy  as 
to  the  disposition  and  distribution  of  the  fleet  and  of  the  reenforcements  of  ships, 
officers,  and  men  of  the  Navy  and  Marine  Corps. 

(2)  It  shall  prepare  and  submit  to  the  Secretary  of  the  Navy  plans  of  campaign, 
including  cooperation  with  the  army  and  the  employment  of  all  the  elements  of 
naval  defense,  such  as  the  Naval  Militia,  Coast  Sur\'ey,  Light-House  Service,  Revenue- 
Cutter  Service,  and  merchant  vessels,  and  shall  constantly  revise  these  plans  in 
accordance  with  the  latest  information  received. 

(3)  It  shall  consider  the  number  and  typos  of  ships  proper  to  constitute  the  fleet, 
the  number  and  rank  of  officers,  and  the  number  and  ratings  of  enlisted  men  required  to 
man  them;  and  shall  advise  the  Secretary  of  the  Navy  respecting  the  estimates 
therefor  (including  such  increase  as  may  be  requisite)  to  be  submitted  annually  to 
Congress. 

(4)  It  shall  advise  the  Secretary  of  the  Navy  concerning  the  location,  capacity,  and 
protection  of  coal  depots  and  supplies  of  coal;  the  location,  general  arrangement,  and 
protection  of  naval  stations,  reserves  of  ordnance  and  ammunition,  and  depots  of 
supplies;  and  shall  advise  as  to  the  delivery  of  provisions  and  stores  of  every  kind 
required  by  the  fleet. 

(5)  It  shall  coordinate  the  work  of  the  Naval  War  College  and  the  Office  of  Naval 
Intelligence  and  shall  consider  and  report  upon  naval  operations,  maneuvers,  tactics, 
organization,  training,  and  such  other  subjects  as  the  Secretary  of  the  Navy  may  lay 
bSore  it.  / 

Section  8. — Weights  and  Changes  in  Design. 

16.  (1)  During  the  preparation  of  the  designs  of  a  new  vessel  each  bureau  shall  pre- 
pare a  detailed  statement  of  all  objects  under  its  cognizance  which  it  is  proposed  to 
install  during  the  construction  and  fitting  out,  complete  for  sea,  of  the  vessel.  Fully 
itemized  estimates  of  weights  and  positions  of  centers  of  gravity  of  all  objects  shall  be 
included  in  this  detailed  statement.  A  copy  of  the  above  shall  be  furnished  to  the 
Bureau  of  Construction  and  Repair  before  the  final  plans  are  submitted  to  the  Secretary 
of  the  Navy  for  his  approval.  Within  three  months  after  the  commissioning  of  a  new 
vessel  a  detailed  statement,  itemized  as  above,  shall  be  furnished  the  Bureau  of  Con- 
struction and  Repair,  in  which  actual  weights  and  revised  estimates  of  positions  of 
centers  of  gravity,  where  necessary,  shall  be  given. 

(2)  All  recommendations  relating  to  changes  in  designs  of  ships  shall  be  submitted 
to  the  Secretary  of  the  Navy. 

Article  924. 

(2)  As  amended,  in  last  line,  substitute  for  the  words  "through  the  Bureau  of  Navi- 
gation'* the  words  "to  the  Secretary  of  the  Navy." 

(3)  Substitute  for  the  words  "bureau  concerned,''  in  the  eighth  line,  the  words 
"Secretary  of  the  Navy." 

Articlb  1114. 

(1)  Strike  out  all  after  the  word  "officer,"  line  2,  and  substitute  therefor  the  fol- 
lowing: 

"shall  allot  to  officers  of  the  navy,  irrespective  of  rank,  available  quarters  in  the 
following  se<{uence: 

"1.  Captain  of  the  yard. 

"2.  Engineer  officer. 

"3.  ConBtruction  officer. 
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"4.  General  atorekeeper. 

"5.  Medical  officer. 

"6.  Ordnance  officer . 

"7.  E<]uipment  officer. 

"  8 .  Civil  engineer . 

"9.  Aid  to  tne  commandant. 

"10.  The  senior  assifltant  to  the  captain  of  the  yard. 

"11.  The  fienior  assistant  in  the  machinery  department. 

"12.  The  senior  assistant  in  the  hull  department." 

Abtiolb  1166. 

Insert  the  following  as  paragraph  1: 

'(1)  The  term  'purchase/  when  used  in  these  regulations,  shall  be  construed  as 
relating  only  to  the  contract  or  agreement  for  the  sale  and  delivery  of  any  article  or 
for  the  performance  of  any  service,  but  not  to  the  payment  entailed  by  the  completion 
(rf  such  contract  or  agreement;  and  the  duties  of  purchase  and  payment  shall  not  be 
assigned  to  the  same  officer,  except  in  the  case  of  fleet  paymasters,  pay  officers  of  shine, 
and  such  officers  as  may  be  specifically  designated  by  the  Secretary  of  the  Navy.'' 

Renumber  old  paragraphs  1  and  2  of  article  1166  as  (2)  and  (3),  respectively. 

Articlb  1169. 

Strike  out  the  whole  article  and  substitute  therefor: 

"(1)  All  piurhases  shall  be  made  under  the  direction  of  the  Paymaster-General 
and  orders  directing  such  purchase  shall  be  given  by  him  only.  When  open-purchaae 
requisitions  have  been  approved  by  chiefs  of  bureaus  they  shall  be  transmitted  to  the 
Paymaster-General  for  his  action. 

"(2)  Payments  for  articlespurchased  in  accordance  with  paragraph  1  shall  be  made 
under  the  direction  of  the  Office  of  Accounts,  and  orders  directing  such  payment  shall 
be  given  only  by  the  oflBcer  in  charge  of  that  office." 

Article  1500. 

Paragraph  1,  strike  out  and  substitute  therefor: 

"(1)  All  official  communications  from  the  bureaus,  offices,  and  boards  of  the  Navy 
Department,  referring  to  the  movements  of  ships  in  commiBsion  for  sea  service,  or  to 
their  condition,  repair,  or  availability  for  sea  service,  shall  be  forwarded  through  the 
Secretary  of  the  Navy.    (Art.  6,  par.  2,  and  Art.  924,  par.  2.) " 

Paragraph  3,  strike  out  and  substitute  therefor: 
,  "(3)  All  official  communications  to  the  Navy  Department,  or  to  its  bureaus,  offices, 
or  boards  referring  to  the  movements  of  ships  in  commission  for  sea  service,  or  to  their 
condition,  repair,  or  availability  for  sea  service,  and  all  other  official  communications 
which  contain  information  of  a  character  international,  political,  military,  or  other- 
wise possibly  affecting  the  operations  or  disposition  of  any  force  under  the  control  of 
an  officer  in  command  afloat,  shall  be  addressed  to  the  Secretary  of  the  Navy  direct. 
If  such  communication  be  telegraphic,  it  shall  be  addressed  'Secretary  Navy,  Wash- 
ington, D.  C.,'  if  by  cable,  *Secnav,  Washington.'    (Art.  924,  par.  3.)'^' 

Articlb  1506. 

Paragraph  1,  line  3,  after  the  words  "except  by,"  insert  the  words  "the  aid  for 
operations,  the  aid  for  personnel,  the  aid  for  material,  the  aid  for  inspections." 

CHAPTER  XXXVII.— SHORE  STATIONS. 
Section  1. — General  Administration. 

1547.  No  change  from  Regulations  (1909). 

1548.  (1)  No  change  from  Regulations  (1909). 

Strike  out  paragraph  2,  as  amended,  and  substitute  therefor  the  following: 
"^2^  When  wonc  is  authorized  by  the  department  or  by  himself,  the  commandant 
shall  issue  all  necessary  orders  reading  its  execution.". 

1549.  No  change  from  Regulations  Q909). 

1550.  No  change  from  R^ulations  (1909). 

1551.  No  change  from  R^ulations  (1909). 

1552.  No  change  from  Regulations  (1909). 
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1553.  No  change  from  RegnlfttioiMi  (ViQ9). 

1554.  No  change  from  Relations  (1909). 

1565.  Same  as  Regulations  (1909),  except  in  line  7,  change  ''Aniatant  Secretary 
of  the  Navy"  to  "Department." 
'    1556.  No  change  fnmi  Regulation^  a909). 

1557.  No  change  from  Regulations  (1909). 

1558.  No  char^  from  Regulationa  (1909). 

1559.  (1)  No  change  from  Regulations  (1909). 
Insert  as  paragraph  2  the  following: 

''(2)  The  provisions  of  this  article  shall  be  carried  out  whenever  a  ship  is  prepared 
to  go  out  of  commission;  and  the  commandant  shall  appoint  a  board,  to  consist  of  the 
captain  of  the  yard,  an  officer  performing  engineering  duty  at  the  yard,  and  a  naval 
constructor  attached  to  the  yard,  which  shall,  beforo  the  ship  is  turned  over  by  the 
captain,  in  company  with  that  officer  and  the  heads  of  the  ship's  departments,  make 
a  careful  personal  examination  and  inspection  of  every  part  of  ner  interior  and  espec- 
ially of  the  double  bottom,  and  of  every  compartment,  tne  spaces  below  the  firerooms, 
migazines,  chain  lockers,  holds,  water  tanks,  and  shaft  alleys,  and  shall  see  that  such 
spaces  are  free  from  all  forei^  matter  and  are  properly  protected  with  cement  or  paint; 
and  the  board  shall  roport  in  detail  the  result  of  its  inspection  and  that  the  snip  la 
ready  in  all  respects  to  be  placed  out  of  commission." 

(3)  Same  as  (2)  in  Regulations  (1909). 

(4)  Same  as  (3)  in  Regulations  (1909). 

1560.  No  change  from  Regulations  (1909). 

1561.  No  change  from  Regulations  (1909). 

1562.  No  change  from  Regulations  (1909),  except  that  wherever  the  words  "naval 
•constructor"  or  'Senior  engineer  officer"  occur,  change  them  to  "construction  officer" 

and  "engineer  officer,"  respectively. 

1563.  Same  as  Regulations  (1909),  except  in  line  7,  paragraph  2,  strike  out  "mana- 
ger" and  substitute  head  of  the  yard  department  to  which  the  shop  belongs,  as  here- 
after prescribed." 

1564.  No  change  from  Regulations  (1909). 

1565.  No  change  from  Regulations  (1909). 

Articles  1566  to  1574,  inclusive,  strike  out  and  substitute  therefor  the  following 
articles: 

1566.  (1)  At  navy  yards  other  than  that  at  Washington  there  shall  be  two  divisions 
of  the  manufacturing  department— the  machinery  department  and  the  hull  depart- 
ment; and  all  labor  m  the  navy-yard,  except  that  of  the  medical  department,  of  the 
general  storekeeper,  and  of  the  provisions  and  clothing  depot,  shall  be  distributed 
between  these  two  divisions  as  the  commandant  may  direct. 

(2)  The 'shops  and  manufacturing  and  repairing  facilities  at  a  navy-yard,  except 
those  for  the  preparation  or  manufacture  of  provisions  and  clothing,  shall  be  assigned 
to  the  machinery  and  hull  departments,  as  follows: 

Machinery  department. 

Blacksmiths'  shop  (machine).  Electrical  shop. 

Boiler  shop .  Foundry . 

Coppersmiths'  shop.  Pattern  shop. 

Macnine  shop.  Anchor  shop. 

Pipefitters'  snop.  Chain  shop. 

Tool  makers'  shop.  Power  stations  and  plants. 

Instrument  makers'  shop.  Boiler  plants  and  substations. 

Hull  department. 

Sawmill.  Pipefitters'  shop.  • 

Shipwrights'  shop.  Galvanizing  and  electroplating  shop. 

Spar  shop.  Shipfitters'  shop. 

Boat  shop.  s  Sheet-metal  shop. 

Mold  loft.  Paint  shop. 

Block  shop.  Sail  loft. 

Carpenters  and  joiners'  shop.  Rigging  loft. 

Uphf  mistering  and  leather- working  shop.        Rope  walk. 

HuickHniiths*  shop  (hull).  Dry  docks. 

Plumbers'  shop.  Hauling-out  and  building  ways. 
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Section  2.— Aid  or  ExECurrvB. 

1567.  (1)  There  shall  be  detailed  at  each  navy-yard  or  station,  as  aid  or  executive 
to  the  commandant y  a  line  officer  not  restricted  by  law  to  the  performance  of  engineer- 
ing duties,  which  officer  shall,  when  not  impracticable,  be  next  in  rank  to  the  com- 
mandant. Such  aid  or  executive  shall,  while  executing  the  orders  of  the  commandant, 
take  precedence  over  all  officers  attached  to  the  yard  or  station.  All  orders  of  such  aia 
or  executive  shall  be  ref^rded  as  proceeding  from  the  commandant,  and  the  aid  or 
executive  shall  have  no  independent  authonty  in  consequence  of  such  detail.    (See 

(2)  Line  officers  of  lower  rank  may  be  attacned  to  the  yard  as  subordinate  aids  to 
the  commandant,  to  perform  such  duties  as  may  be  assigned  by  him,  and  for  general 
experience  and  observation  in  the  duties  of  their  profession. 

(S)  Warrant  officers  and  mates  shall  perform  such  duty  as  may  be  assigned  them  by 
the  commandant. 

Section  3.— Captain  op  the  Yard. 

1568.  (1)  The  aid  or  executive  shall  be  the  captain  of  the  yard,  and  as  such  shall 
be  the  representative  at  the  yard  of  the  Bureau  of  Yards  and  Docks;  and,  at  ywrds 
where  there  is  no  civil  engineer,  he  shall  be  charged  with  the  specistl  duties  of  the 
latter. 

(2)  He  shall  have  charge  of  the  police  of  the  yard  and  of  the  enforcement  of  police 
regulations;  also  of  watchmen  and  shipkeepers. 

(3)  He  shall  have  charge  of  the  fire  department,  and  of  the  use  and  care  of  all  fire 
engines  and  other  apparatus  for  subduing  fires,  and  of  all  officers,  enlisted  men  of  the 
Navy  and  Marine  Corps,  and  employees  when  performing  duties  in  connection  there- 
with. He  shall  cause  a  daily  inspection  to  be  made  of  all  fire  apparatus,  under  rules 
approved  by  the  commandant,  informing  the  latter  at  once  of  any  deficiency;  and 
snail,  at  least  once  a  month,  report  in  writing  their  actual  condition.  He  shall  have 
control  of  all  fires  and  lights,  and  shall  satisfy  himself  after  working  hours  that  there 
is  no  danger  from  fire^^  during  the  night. 

(4)  He  shall  have  charge  of  all  landings,  derricks,  shears,  cranes,  sewers,  dredging, 
railway  tracks  and  rolling  stock,  trucks,  road  and  motor  vehicles,  live  stock,  grading. 

Saving,  walks,  shade  trees,  inclosure  walb  and  fences,  ditching,  reservoiiv,  cisterns, 
ags  and  awnings,  the  handling  of  heavv  weights  outside  of  buudings,  yard  craft  and 
the  loading  thereof,  the  crews  of  ^rard  craft,  teamsters  and  stablemen,  and  of  all 
employees  for  clearing  up  and  cleaning  the  yard,  and  for  caring  for  and  handling  the 
apparatus  specified  in  this  paragraph.  He  shall  frequently  visit  and  observe  all 
parts  of  the  navy  yard  and  its  establii^hments,  making  such  reports  thereon  as  will 
enable  the  commandant  to  be  fully  informed  as  to  the  working  of  the  various  parts 
of  the  station  under  his  command. 

(5)  He  shall  have  charge  of  and  be  responsible  for  the  moving,  mooring,  and  secur- 
ity of  all  vessels  in  ordinary,  including  their  proper  protection  from  weather,  and  of 
their  general  condition  as  regards  cleanliness  and  security  from  fire.  He  shall  inspect 
such  vessels  semimonthly  in  all  departments  and  make  a  written  report  to  the  com- 
mandant of  the  result  of  such  in^nections. 

(6)  A  regular  journal  shall  be  Kept  under  his  direction,  which  he  shall  sign  and 
submit  monthly  to  the  commandant  for  his  approval.  In  it  shall  be  entered  the 
reporting  for  duty  or  detachment  of  officers,  the  arrival,  departure,  commissioning, 
or  placing  out  of  commission  of  ships  of  the  navy,  the  arrival  and  departure  of  ves- 
sels with  stores  of  any  kind  for  the  yard,  the  hour  of  docking  or  undockmg  any  vessel, 
and  the  other  principal  transactions  of  the  yard,  together  with  a  daily  meteorological 
record. 

(7)  WTien  a  vessel  is  ready  to  be  placed  in  commission,  and  after  the  officer  ordered 
to  command  her  has  received  a  copy  of  the  report  of  the  board  referred  to  in  article 
1556,  paragraph  2,  and  has  been  afforded  an  opportunity  to  verify  the  contents  of 
that  report  and  to  make  such  other  inspections  oi  the  ship  as  he  may  desire  in  com- 
pany with  the  captain  of  the  yard,  the  latter  shall,  at  the  time  set,  place  the  ship 
in  commission  ana  turn  her  over  to  her  commanding  officer,  taking  his  receipt  there- 
for, which  receipt  shall  state  whether  or  not  her  condition  is  satisfactory  to  the  officer 
assuming  command. 

(8)  W'nen  a  ship  is  ready  to  go  out  of  commission,  and  after  the  commandant  has 
acted  on  the  report  of  the  board  referred  to  in  article  1559,  paragraph  2,  her  com- 
manding officer  shall,  at  the  time  set,  place  her  out  of  commission  and  turn  her  over 
to  the  captain  of  the  jrard,  taking  his  receipt  therefor,  which  receipt  shall  state  whether 
or  not  her  condition  is  satisfactory  to  the  officer  receiving  her. 

(9)  He  shall  keep  no  labor  roll,  but  when  labor  is  required  in  the  execution  of  his 
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duties  he  shall  make  request  for  the  same  on  the  head  of  the  hull  or  the  machinery 
department;  and  when  such  labor  is  no  longer  required  he  shall  so  inform  the  head 
of  the  department  from  which  obtained. 

(10)  Enlisted  men  who  may  be  detailed  for  duty  at  navy  yards  shall  be  under  the 
immediate  direction  of  the  captain  of  the  yard. 

Section  4. — Opficbss  in  charge  op  Departments. 

1569.  (1)  The  titles  of  the  departments  of  a  navy  yard  and  of  the  officers  in  chaige 
thereof  shall  be: 

Yordi  and  Docks  department. — ^The  captain  of  the  yard;  he  shall,  if  practicable, 
be  the  line  officer  next  in  rank  to  the  commandant. 

Chdnanee  department. — ^The  ordnance  officer;  he  shall  be  the  senior  line  officer 
detailed  for  ordnance  duty. 

Equipment  department. — ^The  equipment  officer;  he  shall  be  the  senior  line  officer 
detailed  for  equipment  dutv. 

Machinery  department. — ^The  engineer  officer;  he  shall  be  the  senior  line  officer 
detailed  for  engineering  duty. 

Huil  department. — ^The  construction  officer;  he  shall  be  the  senior  naval  constructor 
attached  to  the  yard. 

General  9torekeeper*8  department. — ^The  general  storekeeper;  he  shall  be  the  officer 
of  the  pay  corps  aetailed  for  this  dutv. 

Pay  department. — ^The  pay  officer;  ne  shall  be  the  officer  of  the  pay  corps  detailed 
for  this  auty. 

Accounting  department. — The  accounting  officer;  he  shall  be  the  officer  of  the  pay 
corps  detailed  for  this  duty. 

Medical  department. — ^The  medical  officer;  he  shall  be  the  senior  medical  officer 
ttached  to  the  yard. 

(2)  The  head  of  each  yard  department  shall  inspect  all  work  done  for  his  depart- 
ment by  any  other  department,  and  shall  also  inspect  all  work  done  by  any  other 
department  which  is  to  be  performed  to  the  satisfaction  of  the  bureau  which  he 
represents. 

(3)  They  shall  prepare  and  sign  all  reports  and  accounts  in  their  departments  that 
are  required  to  be  made  by  the  commandant  to  the  Navy  Department,  or  any  of  its 
bureaus,  except  such  as  are  prepared  by  the  accounting  department. 

(4)  They  diall  make  requisition  upon  the  general  storekeeper  for  supplies  and 
material  as  required,  and  shall  keep  him  advised,  in  advance,  as  to  the  probable 
needs  of  their  several  departments.  (Chap.  XXV,  Supi)lie8  on  Shore.)  The  head 
of  a  department  making  a  requisition  shall  be  responsible  for  the  following:  the 
necessity  for  the  article  for  the  purpose  stated;  the  necessity  for  the  delivery  within 
the  time  specified;  the  estimate  of  cost;  the  statement  as  to  the  appropriation  ajgainst 
whidi  Uie  chaiges  are  to  be  made;  and  the  specifications  describing  the  different 
items. 

(5)  All  requisitions  on  the  general  storekeeper  for  materials  or  articles  for  use  in 
any  department  shall  be  made  as  directed  by  the  Bureau  of  Supplies  and  Accounts. 

(6)  In  order  to  maintain  on  hand  ready  for  immediate  use  a  limited  stock  of  mate- 
rial for  purposes  of  current  manufacture  and  repair  work  the  head  of  each  manufac- 
turing department  shall,  in  advance,  make  known  his  needs  to  the  general  storekeeper. 
This  material  shall  be  stored  in  a  branch  issuing  store  in  some  suitable  shop  under 
the  control  of  the  head  of  the  department,  but  the  stock,  until  drawn  out  for  use, 
shall  remain  under  the  custody  and  accounting  of  the  general  storekeeper.  This 
stock  shall  be  drawn  from  the  branch  issuing  store  for  use  in  such  unit  and  fractional 
quantities  as  may  be  necessary. 

(7)  From  information  furnished  by  the  accounting  officer,  the  head  of  each  depart- 
ment shall  prepare  a  monthly  report  of  all  expenditures  to  the  bureau  concerned. 
This  report  shall  be  accompanied  by  a  written  detailed  report  of  work  done  and 
progress  made  upon  each  object  for  wnich  money  has  been  allotted. 

(8)  Upon  the  receipt  of  official  notification  that  articles  intended  for  his  department 
are  ready  for  inspection,  the  head  of  the  department  concerned,  or  some  person  author- 
ized to  represent  him,  or  an  officer  designated  by  the  commandant,  shall  go  without 
delay  to  tne  general  storekeeper's  office  or  storehouse  and  make  the  required  inspec- 
tion. A  definite  report  shall  oe  sent  to  the  office  of  the  general  storekeeper  the  same 
day,  ifpracticable,  and  not  later  than  the  following  day. 

(9)  Heads  of  departments  shall  make  to  the  commandant  such  suggestions  in  the 
line  of  their  professions  as  they  consider  for  the  interests  of  the  service. 
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(10)  They,  or  their  subordinatee  in  their  departments,  shall  carry  out  the  duties 
relative  to  the  inspection  of  ships  going  into  or  out  of  commission  prescribed  for  them 
by  article  1556,  paragraph  2,  and  article  1559,  parafipraph  2,  of  these  regulations. 

1570.  (1)  At  navy-yards  where  vessels  are  beine  built,  or  fitted  out  for  first  com- 
mission, the  heads  of  the  departments  shall  fumiAQ  the  commandant  of  the  yard,  as 
soon  as  practicable  after  the  first  of  each  month,  with  a  list  of  the  actual  finished 
weights  of  all  articles,  including  machinery  and  appurtenances  thereto,  battery  or 
ammunition,  spare  machinery,  tools,  outfit,  stores,  or  other  articles  of  any  kind  under 
the  co^izance  of  their  respective  bureaus  that  may  have  been  placed  during  the 
precedmg  month  on  board  each  vessel  under  construction,  with  the  total  amount  of 
such  weight  up  to  date.  Copies  of  the  above  reports  shall  be  furnished  the  construc- 
tion officer,  and  he  shall  prepare  from  them  a  general  monthly  report,  giving  the  total 
amount  of  weight  placed  on  board  the  vessel  auring  the  month  and  the  total  amount 
up  to  date. 

(2)  In  the  case  of  extensive  repairs  to  the  hull,  machinery,  or  armament  of  a  naval 
vessel,  monthly  reports  of  weights  removed  and  added  smiU  be  made  in  a  similar 
manner  to  that  directed  above  for  vessels  imder  construction,  and  the  construction 
officer  shall  prepare  a  monthly  summary  of  all  weights  of  every  kind  added  or  removed 
for  tiansmifleion  to  the  Bureau  of  Construction  and  Repair. 

(3)  The  engineer  officer,  ordnance  officer,  and  construction  officer  are  charged  with 
the  preparation  of  articles  "to  be  manufactured''  and  of  those  for  which  repairs  or 
alterations  have  been  authorized  by  their  respective  bureaus.  In  order  that  the  gen- 
eral storekeeper's  records  mav  be  perfected,  thev  shall  notify  him  in  writing  immedi- 
ately upon  tne  completion  of  such  articles.  Wnen  the  repairs,  alterations,  or  manu- 
fiacturins  are  done  at  another  yard,  the  head  of  department  in  charge  of  the  work  at 
the  yara  at  which  it  is  performed  shall  furnish  this  information  to  the  general  store- 
keeper at  the  yard  where  the  supplies  are  being  assembled. 

Section  5.— Enoinbkr  Qfrccr. 

1571.  (1)  The  en^eer  officer  of  the  navy-yard  shall,  under  the  direction  of  the 
commandant,  have  mmiediate  charge  of  the  machinery  department  and  shall  superin- 
tend the  construction,  installation,  and  repair  of  all  machinery  and  electrical  appli- 
ances, except  as  indicated  in  paragraph  4  of  this  article. 

(2)  He  shall  have  charge  ot  all  lahor  employed  by  his  department,  except  as  in- 
dicated in  paragraphs  3  and  4. 

(3)  He  shall  lumish  to  the  captain  of  the  yard,  on  his  request,  such  labor  as  may  be 
required  by  the  latter,  who  shall  then  have  entire  charge  of  such  labor. 

(4)  When  orders  for  work  under  the  Bureau  of  Ordnance  are  received  from  the  de- 
pi^tment,  or  when  such  work  is  authorized  by  the  commandant,  the  ordnance  officer 
will,  with  the  approval  of  the  commandant,  indicate  the  labor,  tools,  and  facilities  to 
be  rumished  by  the  engineer  officer.  Such  labor,  tools,  and  facilities  will  then  be 
under  the  full  control  of  the  ordnance  officer  and  he  becomes  responsible  for  the  direct 
cost  and  correct  execution  of  the  work  ordered.  The  cost  of  labor  and  material, 
together  with  the  indirect  charges  incident  thereto,  shall  be  chaxged  against  the  ap- 
propriations of  the  Bureau  of  Ordnance. 

(5)  The  inspection  of  all  ordinary  articles  under  the  cognizance  of  the  Bureau  of 
Steam  Engineering  shall  be  made  by  the  engineer  officer  or  one  of  his  assistants,  but 
any  special  article  or  appliance  may  be  inspected  by  such  officer  as  the  commandant 
may  direct,  and  calls  for  inspection  shall  oe  forwarded  by  the  general  storekeeper 
accordingly. 

(6)  He  fuiall  submit  weekly  to  the  commandant  a  report  of  vessels  building  or  re- 
painng  on  which  engineering  work  has  been  done,  givmg  the  condition  of  the  work 
to  date. 

(7)  He  shall  inspect  quarterly  all  boilers  at  the  station,  including  those  of  yard 
craft,  and  shall  report  to  the  commandant  their  condition  and  the  steam  pressure 
to  which  they  may  safely  b(^  subjected,  and  he  shall  make  at  all  times  such  suggestions 
as,  in  his  opinion,  will  add  to  their  safety  and  efficiency.  He  shall  also  make  a  quar- 
terly inspection  of  such  other  machinery  as  the  comn^ndant  may  direct,  and  shall 
make  such  recommendations  as  he  may  deem  wise  to  insure  that  all  the  machinery 
referred  to  herein  be  kept  in  etfirient  condition. 

(8)  He  shall,  under  the  direction  of  the  commandant,  have  charge  of  and  be  re- 
sponsible for  the  condition  and  preservation  of  all  machinery,  boilers,  and  their 
appurtenances  afloat  at  the  station,  under  the  cognizance  of  the  Bureau  of  Steam 
Engineering,  except  of  vessels  in  commission;  and  he  shall  exercise  control  over  all 
persons  employed  m  connection  with  such  machinery  in  matters  relating  to  its  preser- 
vation and  good  order. 

(9)  When  a  ship  is  to  be  laid  up,  he  shall  take  charge  of  her  machinery  at  the  time 
when  her-aenior  engineer  officer  is  detached. 
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Sbctiom  6. — Obdnanck  Officer. 

1572.  (1)  The  ordnance  officer,  under  the  direction  of  the  commandant,  shall 
have  chaise  of  the  ordnance  department  and  supervise  all  work  pertaining  thereto. 

(2)  He  3iall  make  frequent  inspection  of  ordnance  material  in  chazge  of  the  general 
storekeeper  and  inform  him  of  any  articles  that  require  attention  or  overhauling. 

(3)  He  shall  exercise  care  as  to  the  condition  of  sights,  mounts,  gims,  torpedoes,  and 
instruments  of  precision,  and  shall  inspect  and  pass  upon  all  that  are  ordered  for  ship- 
ment. 

(4)  He  shall  superintend  the  preparation  of  the  necessary  drawings  for  ordnance 
work  and  have  charge  of  the  installation  of  all  ordnance  material  on  board  ships,  ex- 
cept as  otherwise  provided  for,  and  when  a  ship  goes  out  of  commission  he  shall  see 
that  ordnance  outfits  are  properly  turned  into  store  after  the  survey  required  by  article 
1559,  i^ngraph  3. 

(5)  When  ordos  for  werk  under  the  Bureau  of  Ordnance  are  received  from  the 
department,  or  when  such  work  is  authorized  by  the  commandant,  the  ordiuuice 
omcev  will,  with  the  approval  of  the  conmiandant,  indicate  the  labor,  tools,  and 
tacilities  to  be  furnished  by  the  engineer  officer.  Such  labor,  tools,  and  facilities  will 
^en  be  under  the  full  control  of  the  ordnance  officer  and  he  becomes  responsible  for 
the  direct  cost  and  ccwiect  execution  of  the  work  ordered.  He  shall  issue  such  jc^ 
ofd^fB  as  may  be  necessary.  The  cost  of  labor  and  material,  toother  with  the  indirect 
ehaiges  incident  thereto,  shall  be  chaiged  against  the  appropriations  of  the  Bureau  of 
Ordnance. 

Section  7. — Equipment  Offices.  • 

1573.  (1)  The  equipment  officer,  under  the  direction  of  the  commandant,  shall 
have  charge  of  the  equipment  department,  and  shall  inspect  all  work  pertaining 
thereto. 

(2)  He  shall  make  frequent  inspection  of  equipment  material  in  chaige  of  the 
eeneral  storekeeper  and  inform  him  of  any  articles  that  require  attention  or  over- 
nauling. 

(3)  He  shall  exercise  care  as  to  the  condition  of  navi^tional  and  other  instruments 
of  precision  under  the  cognizance  of  the  Bureau  of  Equipment,  and  shall  inspect  and 
pass  upon  all  that  are  oraered  for  shipment. 

(4)  He  shall  inspect  the  preparation  of  the  necessary  drawings  for  equipment  work 
and  the  installation  of  all  equipment  material  on  board  ship,  and  when  a  ^ip  ^oes 
out  of  commission  he  shall  see  that  the  equipment  outfits  are  properly  turned  into 
store  after  the  survey  required  by  article  1559,  paragraph  3. 

Section  8. — ^Medical  Offices. 

1574.  Same  as  article  1575,  Regulations  (1909). 

1575.  Same  as  article  1576,  Regulations  (1909). 

Section  9. — Pat  Officer. 

1576.  Same  as  article  1577,  Regulations  (1909),  except  renumber  paragraph  3  to  be 
paiagra^  4,  and  insert  as  paragraph  3  the  following: 

"(3)  He  ^all,  when  directed  by  the  Office  of  Accounts  in  accordance  with  article 
1169,  paragraph  2,  pay  for  articles  purchased  through  purchasing  pay  officers  or  other- 
wise upon  requisitions  approved  by  the  Paymaster-Ueneral." 

Insert  the  following  section : 

"Section  10.— Accountino  Officer. 

"1577.  Under  the  direction  of  the  commandant,  the  accounting  officer  of  the  yard 
diall  keep  the  accounts  of  all  manufacturing  and  operating  expense  thereat,  which 
shall  include  an  exact  account  under  each  department  of  all  material  and  labor  ex- 
pended upon  each  job  order,  from  which  he  shall  prepare  such  reports  of  all  expen- 
diture under  each  bureau  as  may  be  required  by  the  Department.  He  shall  furnish 
monthly,  or  as  the  commandant  may  direct,  to  the  heads  of  the  3rard  departments  a 
statement  of  expenditures  under  their  departments.  He  shall  notify  the  head  of  any 
department  when  any  allotment  of  funds  for  expenditure  under  the  direction  of  such 
head  of  department  shall  be  so  depleted  that  it  will  probably  be  exhausted  before 
the  end  of  the  current  month.  He  shall,  when  so  requested  by  a  hea(t  of  department.  • 
fumish  the  latter  a  statement  of  the  cost  to  date  of  any  outstanding  job  order;  and 
when  a  job  is  completed  he  shall,  as  soon  thereafter  as  practicable,  nirnidi  the  head 
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of  department  concerned  a  detailed  statement  of  the  cost  of  labor  and  material  and 
the  indirect  charges  entering  into  such  job.    He  shall  prepare  and  sign  all  piy  rolls, 
except  thoee  under  the  cognizance  of  the  Bureau  of  Meniicine  and  Suigery/^ 
Articles  1578, 1579,  and  1580  (1909),  strike  out,  and  substitute  therefor  the  following: 

"Section  11. — CoNSTRucnoN  Officer. 

"1578.  (1)  The  construction  officer  of  a  navy-yard  shall,  imder  the  direction  of  the 
commandant,  have  chaige  of  the  hull  de]>artmait  and  shall  superintend  the  con- 
struction of  and  repairs  to  the  hulls  of  all  ships.  If,  in  the  course  of  the  repair  of  any 
vessel,  defects  are  discovered  that  were  not  previously  known,  which  will  be  likely 
to  increase  the  expense  or  delay  the  work,  he  shall  immediately  ref)ort  the  same  to 
the  commandant  for  further  instructions,  suggesting  such  modifications  as  may  di- 
minish the  expense  or  increase  the  utility  of  the  work. 

"(2)  He  ehjul  have  chai^^e  of  all  labor  employed  by  his  department  except  as  pro- 
vided in  paragraph  3  of  this  article. 

"(3)  He  shall  furnish  to  the  captain  of  the  yard,  on  his  request,  such  labor  as  may 
be  required  by  the  latter,  who  shall  then  have  entire  chaige  of  such  labor. 

"(4)  The  inspection  of  all  ordinary  articles  under  the  cognizance  of  the  Bureau  of 
Ck>n8truction  and  Repair  shall  be  made  by  the  construction  officer  or  one  of  his  assist- 
ants, but  any  special  article  or  appliance  may  be  inspected  by  such  officer  as  the 
commandant  may  direct,  and  calls  tor  inspection  shall  be  forwarded  by  the  general 
storekeeper  accoidingly. 

"(5)  He  shall  submit  weekly  to  the  commandant  a  report  of  vessels  building  or 
repainng  on  which  construction  work  has  been  done,  giving  the  condition  of  the 
work  to  date.'' 

Insert  the  following  section: 

"Section  12. — Civil  Engineer. 

"1579.  (1)  The  civil  engineer  of  a  navy-yard  shall  be  regarded  as  an  assistant  to 
the  captain  of  the  yard  in  all  duties  pertaining  to  the  Bureau  of  Yards  and  Docks, 
except  as  hereikiafter  specified.  All  correspondence  of  the  civil  engineer  with  the 
commandant  shall  go  through  the  captain  of  the  yard. 

"(2)  He  shall  have  control,  under  the  captain  of  the  yard,  of  all  civil  engineering 
work,  including  such  repairs  and  improvements  as  would  ordinarily  reauire  the 
services  of  a  civil  engineer,  and  shall  be  held  responsible  for  the  proper  performance 
of  the  same. 

"(3)  He  shall  make  the  plans,  drawings,  and  estimates  for  all  such  projected  im- 
provements, repairs,  and  other  technical  works  in  the  line  of  his  profession  at  the  yard. 

"(4)  When  directed  to  construct  works  for  which  estimates  have  been  made,  he 
shall  prepare  all  necessary  schedules  of  materials  to  be  used  in  their  construction. 

"(b)  Snould  the  Navy  Department  decide  that  any  civil  engineering  work  shall 
be  done  by  contract,  either  wholly  or  in  part,  the  civil  engineer  shall  superintend 
the  work,  make  estimates,  as  the  work  progresses,  of  the  proportion  completed,  and 
certify  and  sign  all  bills,  if  the  work  is  done  in  accordance  with  the  terms  of  the  con- 
tract. 

"(6)  He  shall  make  to  the  commandant  such  suggestions  in  the  line  of  his  pro- 
fession and  duty  as  he  may  consider  for  the  interest  of  the  service. 

"(7)  He  shall  have  prepared  and  sign  all  reports  of  the  work  under  his  special 
chaiige." 

Insert  the  following  section: 

"Section  13. — ^Transfer  of  Labor. 

"1580.  Whenever  the  head  of  a  department  requires  work  to  be  done  by  another 
department  he  shall  make  a  transfer  of  labor  request  upon  the  head  of  the  department 
controlling  the  shops  in  which  the  work  is  to  be  done,  such  request  to  contain  a  state- 
ment of  the  work  required,  the  job  order  number,  title,  and  appropriation  to  which 
it  is  to  be  charged,  and  the  authority  for  the  work.  Such  work  shall  at  all  times 
be  open  to  the  inspection  of  the  head  of  department  upon  whose  request  it  is  done." 

Section  14. — ^Emfi.oyment  of  Labor  at  Navt  Yards. 

158L  No  change  from  Regulations  Q909). 

1582.  No. change  from  Relations  (1909). 

1583.  No  change  from  Halations  (1909). 

1584.  No  change  from  R^ulations  (1909). 
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1686.  No  change  from  Re6;ulstioii8  (1109),  except  in  paragraph  6,  line  3,  for  *'man- 
ager,"  aabatitute  "head  of  aepartment  concerned." 

1686.  No  change  from  Regulations  (1909). 

1687.  No  change  from  Relations  (1909),  except  in  paragraph  6,  line  1,  and  par- 
aph 6,  line  3,  strike  out  tne  words ''ana  inspecton"  and  "or  inspectora,"  respeo- 
iveiy. 


T^ 


SscnoN  16. — ^Vbbsbls  in  Oiwinabt. 


1688.  No  change  from  Regulations  (1909). 
1589.  No  change  from  Regulations  (1909). 

1690.  No  change  from  Relations  (1909),  as  amended,  except  strike  out  the  words 
"and  inspectors"  in  the  first  line. 
1591.  No  change  from  Regulations  (1909). 

1692.  No  change  from  Relations  (1909). 

1693.  No  change  from  Relations  (1909). 

SBonoN  16.-~Vbs8el8  in  Rbsbryb. 

1694.  No  change  from  Regulations  (1909). 

SbGTION  17.— YaBD  ClBAfT. 

1696.  No  change  from  Regulations  (1909). 

SBcnoN  18.— Visits  to  Ybbsbls  Buildino  at  Pbitatb  Shiftasdb. 
1606.  No  change  from  Regulations  (1909). 

Sbction  19. — ^Rblations  ov  Oitiobbs  of  thb  Flbbt  with  Naval  Stations  in  thb 

Wbbt  Indibs. 

1697.  No  change  from  Regulations  (1909). 

1698.  No  change  from  Relations  (1909). 

1699.  No  change  tram  Regulations  (1909). 

Abticlb  1641. 

Strike  out  the  entire  article  and  substitute  therefor  the  following: 

"The  work  heretofore  performed  by  the  Board  of  Oonstruction  shall  hereafter  be 

performed  as  the  Secretary  may  direct,  bv  the  Secretary  himself,  on  the  advice  d 

nis  aids,  by  the  General  Board,  or  by  the  Secretary's  Council." 

CHAPTER  XXXIX, 
Change  caption  of  section  6  to  read: 

Sbotion  6. — ^Boards  oy  Inbpbction  and  Subvbt. 
Abticlb  1642. 

FcHT  "Board  of  Inspection  and  Survey,"  wherever  occurring,  substitute  "Board  of 
Inspection  and  Survey  for  Ships;"  and  add  additional  paragraphn  as  follows: 

'^(9)  A  board  known  as  the  Board  of  Inspection  for  Shore  Stations  shall  be  com- 
posed, as  near  as  mav  be,  of  three  line  officers,  who  shall  perform  duties  exclusively 
m  connection  with  the  board,  and  of  such  other  officers  as  may  from  time  to  time  be 
detailed  as  members  for  the  purpose  of  any  particular  inspection.  This  board  shall, 
under  the  direction  of  the  Secretary  of  the  iNavy,  p>erform  such  duties  in  connection 
with  the  inspection  of  shore  stations  as  may  be  assigned  to  it. 

"(10)  There  shall  be  attached  to  the  Division  of  Inspections  special  inspecting 
oflkiers,  as  follows:  Inspector  of  public  works;  inspector  of  ordnance;  inspector  dl 
construction;  inspector  of  engineering;  inspector  of  engineering,  electrical;  inspector 
of  Bay  Corps;  inspector  of  Medical  Corps;  Inspector  of  Marine  CoriM." 
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PAPERS. 

1.  Navy  Department's  letter  to  commandants  of  navy-yards, 
dated  April  12,  1909,  requesting  complete  information  concerning 
the  status  of  shops  and  work  as  a  result  of  reorganization  plan. 

2.  Reply  of  commandant,  navy-yard,  Portsmouth,  Js.  H.,  dated 
April  17,  1909,  with  which  he  forwards  the  following  letters: 

Letter  of  manager.  No.  783/09,  dated  April  17,  1909. 

Letter  of  inspector  of  macWneiy,  No.  102-20,  dated  April  16,  1909. 

Letter  of  inspector  of  equipment  and  ordnance.  No.  196,  dated 
April  16,  1909. 

Letter  from  civil  engineer,  inspector  of  public  works.  No.  162-R, 
dated  April  16,  1909. 

General  order  of  commandant  on  consolidation,  dated  March  6, 
1909. 

3.  Reply  of  commandant,  navy-yard,  Boston,  Mass.,  No.  2001-3701 , 
dated  Apnl  16,  1909,  with  inclosures  as  follows: 

Letter  of  pay  director,  U.  S.  Navy,  general  storekeeper.  No. 
952-CSW/D,  dated  Apiil  15,  1909. 

Letter  of  inspector  of  hulls  and  machinery.  No.  453,  dated  April 
15,1909. 

Letter  of  inspector  of  equipment.  No.  3182,  dated  April  15,  1909. 

Letter  of  inspector  of  ordnance.  No.  366/16,  dated  April  15,  1909. 

Letter  of  naval  constructor,  manager  manufacturing  department, 
No.  145/1,  of  April  16,  1909. 

4.  Reply  of  commandant,  navy-yard,  New  York,  No.  140-113, 
dated  April  17,  1909,  supplementeci  by  letter  of  naval  constnictor, 
mana'^er,  dated  April  20,  1909,  No.  5947,  containing  additional  data. 

5.  Reply  of  commandant,  navy-yard,  Philadolphia,  Pa.,  No.  228, 
dated  Apnl  16,  1909,  supplemented  by  his  letter  ol  May  26,  1909. 

6.  Reply  of  commandant,  nay^^-yard,  Norfolk,  Va.,  No.  35-17, 
dated  April  17,  1909,  with  additional  data  marked  inclosures  ^'A" 
to  "H." 

7.  Reply  of  commandant,  navy-yard,  Mare  Lsland,  Cal.,  No.  620-R, 
dated  April  22,  1909,  with  inclosure  ''A,''  dated  Febniar>^  19,  1909, 
from  Lieut.  E.  B.  Larimer,  U.  S.  Navy,  commanding  the  U.  S.  S. 
Perry f  giving  his  views  on  consolidation. 

8.  Reply  of  commandant,  navy-yard,  Puget  Sound,  Washington, 
No.  291-D-09;  f-2199-lA,  dated 'April  22,  1909,  with  inclosures 
marked  "A,''  "B,"  "C,"  and  "D,"  supplementing  his  report. 

9.  Letter  of  Chief  of  Bureau  of  Equipment,  dated  April  22,  1909, 
No.  195085,  forwarding  letter  of  the  general  inspector  of  equipment, 
dated  April  21,  1909,  and  inclosing  the  lattcr's  separate  reports  on 
reorganization  at  the  navy-yards,  Portsmouth,  Boston,  New  York, 
Philadelphia,  and  Norfolk. 

10.  Report  of  general  inspector  of  equipment  for  Pacific  coast 
yards,  No.  483,  dated  May  3,  1909. 

11.  Report  of  general  inspector  of  ordnance,  dated  April  27,  1909. 

12.  Report  of  general  inspector  of  machinery,  dated  May  11,  1909. 

13.  Letter  of  civil  engineer,  navy-yard,  Philadelphia,  Pa.,  No.  598, 

dated  March  15,  1909,  m  regard  to  public  works. 
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14.  Joint  memorandum  of  Chief  Constructor  and  Engineer  in  Chief, 
dated  June  17,  1909,  relative  to  proposed  "Changes  in  navy  regula- 
tions No.  4." 

15.  Letter  of  commandant,  navy-yard,  Norfolk,  Va.,  No.  39-380 
of  May  11,  1909,  inclosing  views  of  Captain  Stuart,  U.  S.  Navy, 
May  11,  1909,  on  the  duties  and  responsibilities  that  should  pertain 
to  the  office  of  captain  of  the  yard. 

17.  Memorandum  of  May  17,  1909,  from  commandant,  navy-yard, 
Norfolk,  Va.,  forwarding  revised  statements  of  the  officers  taken 
during  the  inspection  of  the  Secretary  of  the  Navy  on  May  15. 

18.  Letter  of  Secretary  of  the  Navy,  dated  May  20,  1909,  to 
commandants  of  various  navy-yards,  requesting  an  expression  of 
opinion  upon  the  proposed  adoption  of  paragraph  1  of  Article  9  of 
Navy  Regulations. . 

20.  Letter  of  commandant,  navy-yard,  Norfolk,  Va.,  dated  May 

22,  1909,  in  reference  to  same  subject;  and  his  reply  to  Secretary  s 
letter  of  May  20,  1909,  dated  May  22,  1909. 

21.  Reply  of  commandant,  navy-yard,  Philadelphia,  Pa.,  dated 
May  22,  1909. 

22.  Reply  of  commandant,  navy-yard,  Washington,  D.  C,  dated 
May  22,  1909,  No.  655. 

23.  Reply  of  commandant,  navy-vard,  New  York,  No.  140-125, 
dated  May  21,  1909. 

24.  Reply  of  commandant,  navy-yard,  Boston,  Mass.,  No.  3701 . 
dated  May  24,  1909. 

25.  Reply  of  commandant,  navy-yard,  Portsmouth,  N.  H.,  dated 
May  24,  1909;  also  letter  of  same  date  stating  that  he  has  no  correc- 
tions to  make  in  the  transcript  of  notes  taken  at  conference  held  in 
Navy  Department  on  May  19,  1909. 

26.  Letter  of  Chief  of  Bureau  of  Yards  and  Docks,  No.  10093-CAD, 
of  March  22,  1909,  recommending  modifications  in  General  Order 
No.  9,  issued  by  the  department  under  date  of  January  25,  1909, 
together  with  copy  of  said  General  Order  No.  9. 

27.  Letter  of  the  Secretary  of  the  Navy,  dated  April  27,  1909,  to 
the  Board  on  Naval  Regulations,  transmitting  report  of  Rear-Admiral 
Albert  Couden,  U.  S.  Navy,  retired,  on  the  workings  of  the  consoli- 
dation plan  at  various  navv-yards;  also  said  report  of  Rear-Admiral 
Albert  Couden,  dated  April  27,  1909. 

28.  Letter  of  commandant,  navy-yard,  Norfolk,  Va.,  dated  June 

23,  1909,  together  with  his  comments  on  the  proposed  change  in 
regulations  and  comments  on  the  Capps-Cone  "  agreement." 


1. 

No  ^174-B:  U.] 

Navy  Department, 
Washingtony  April  12,  1909. 

Sm:  1.  The  department  desires  that  you  submit,  at  the  eariiest 
possible  date,  complete  information  concerning  the  present  status  of 
shops  and  work  at  the  yard  under  your  command  as  a  result  of  the 
recent  reorganization  of  the  yard.  The  department  especially  desires 
a  report  as  to  the  probable  effect  of  the  recent  reorganization  upon 
the  efficiency  and  economy  of  work  now  or  hereafter  undertaken. 

2.  Information  is  also  desired  as  to  the  saving  in  machine  shop  and 
storage  space  which  has  been  effected  by  the  recent  consolidations, 
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and  if  the  saving  in  space  so  effected  will  not  obviate  the  necessity 
for  asking  for  additional  shop  buildings  and  storehouses  in  the  near 
future. 

3.  In  addition  to  the  general  information  contained  in  your  report, 
specific  information  is  desired  upon  the  following  points: 

(1)  In  what  machine  shops  has  manufacturing  work  been  dis- 
continued? 

(2)  To  what  shops  has  such  work  been  transferred? 

(3)  What  machine  shops  have  been  dismantled  ? 

(4)  To  what  machine  shops  have  the  tools  noted  in  question  (3) 
been  transferred? 

(5)  In  what  other  shops  or  buildings  has  work  been  discontinued? 

(6)  To  what  shops  has  the  work  referred  to  in  question  (5)  been 
transferred? 

(7)  What  other  shops  have  .been  dismantled? 

(8)  To  what  shops  have  the  tools  or  appliances  in  shops  referred  to 
in  question  (7)  been  transferred? 

(9)  Specific  information  is  also  desired  as  to  the  character  and  size 
of  buildm^s  vacated  by  reason  of  the  consolidation  of  manufacturing 
plants  and  the  uses  to  which  these  vacated  shops  have  been  or  are 
proposed  to  be  assigned. 

(10)  Also,  the  present  location  of  the  inspectors'  offices  and 
whether  any  change  has  been  made  from  the  ola  arrangement. 

(11)  Also,  any  approximate  statement  now  possible  as  to  the  net 
saving  in  operation  of  power  plant,  yard  transportation  facilities,  or 
other  parts  of  the  yard  plant,  due  to  consolidation,  so  far  as  such 
statement  is  practicable.  Also,  an  approximate  statement  of  what 
additional  expense,  if  any,  will  be  incurred  by  the  system  established. 

(12)  What  is  the  system  by  which  the  different  inspectors  inspect 
work  done  in  the  navy-yard  on  articles  under  cognizance  of  tneir 
respective  bureaus?  What  record  is  kept  of  their  inspections? 
What  assistance  have  they  in  making  inspections  and  in  recording 
the  work? 

(13)  What  check  have  the  bureaus  against  extravagance,  wasteful- 
ness, or  inaccuracy  in  the  performance  of  work  done  for  them? 

(14)  What  opportunities  does  the  system  afford  the  inspectors  to 
acquire  a  close  knowledge  of  manufacturing  and  repair  work,  the 
mechanical  processes,  and  the  costs  involved,  so  that  they  may  be 
relied  upon  for  suggestions  and  opinions  in  regard  to  the  develop- 
ment and  improvement  of  the  outfits  under  their  supervision?  Is 
the  system  superior  or  inferior  in  this  respect  to  the  system  it  suc- 
ceeded? How  does  it  compare  in  this  respect  with  the  opportunities 
afforded  inspectors  in  private  shipbuilding  establishments? 

(15)  What  opportunities  have  the  inspectors  to  keep  themselves 
fully  in  touch  with  the  work  at  the  yard  pertaining  to  their  respective 
bureaus,  and  to  what  extent  are  they  able  to  keep  themselves  informed 
of  the  receipt,  transfer,  condition,  and  disposal  of  material,  and  to 
assure  themselves  that  all  material  under  the  cognizance  of  their 
respective  bureaus  is  cared  for,  manufactured,  repaired,  assembled, 
or  installed  in  strict  accordance  with  the  required  standards  or 
directions  of  the  bureaus? 

(16)  Is  the  present  system  superior  or  inferior  to  the  former  system 
in  assuring  the  detection  of  errors  or  mistakes  in  the  work  pertaining 
to  the  different  bureaus? 
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4.  In  conclusion,  it  may  be  stated  that  all  information  which  will 
enable  the  department  to  form  a  reasonably  exact  opinion  of  the 

E resent  workings  of  the  consolidated  manufacturing  department  will 
e  appreciated,  and  it  is  hoped  that  the  information  above  requested 
can  be  furnished  not  later  than  April  17. 
Very  respectfully, 

Beekman  Winthbop, 

Assistant  Secretary, 
The  Commandant,  Navy- Yard, 

Philaddphia,  Pa. 


Refer  to  No.  852.] 

United  States  Navy- Yard, 

Portsmouth,  JV.  ff.,  April  17,  1909. 
Sir:  In  reply  to  the  department's  letter,  No.  27174F-5,  of  April 
12,  1909: 

1.  I  have  the  honor  to  report  that  all  shops  are  under  the  manager 
of  the  manufacturing  department  and  work  therein  is  being  done 
under  his  direction. 

2.  As  a  rule  the  work  is  being  done  in  the  same  shops,  under  the 
same  foremen,  quartermen,  and  Jeadingmen  and  by  the  same  mechan- 
ics as  was  done  under  the  dej)artment  system,  but  if  work  is  behind 
in  one  shop  more  mechanics  are  transferred  to  that  shop  or  some  of 
the  parts  sent  over  to  another  shop  where  it  can  be  expedited. 

3.  The  reorganization  has  been  in  operation  too  short  a  time  to 
obtain  data  on  which  to  form  definite  conchisions,  but  it  is  the  opinion 
of  the  commandant  that  it  has  worked  elliciently,  economically,  and 
expeditiously  at  this  yard  so  far  and  he  sees  no  reason  why  it  should 
not  continue  so. 

4.  Small  amount  of  work  is  done  here  in  comparison  with  some 
other  yards  and  fewer  skilled  mechanics  and  laborers  are  employed, 
and  consolidation  has  this  advantage,  that  the  one  manager  has  the 
direction  of  the  work  authorized  under  the  various  bureaus  and  can 
carry  it  alono;  together  without  loss  of  time,  and  work  them  together 
without  holding  up  one  gang  until  another  has  reached  a  certain 
degree  of  completion.  Also,  lie  can  transfer  mechanics  from  one  job 
to  another  or  one  sliop  to  another.  In  this  way  a  smaller  force  of 
skilled  all-around  mechanics  can  be  kept  constantly  employed,  obvi- 
ating the  necessity  of  discharging  them  when  work  runs  slack  in  one 
department  and  then  on  startmg  up  again  having  to  take  in  the  first 
men  registered,  who  are  not  always  the  best.  Also,  it  enables  the 
manager  to  concentrate  a  force  on  any  emergency  job  without  having 
to  wait  for  new  men  called  in,  who  may  only  get  a  few  days'  or  weeks^ 
work  and  then  be  discharged  again.  The  best  mechanics  will  not  hold 
themselves  in  readiness  to  answer  such  calls. 

5.  The  above  applies  as  well  to  riggers,  laborers,  and  helpers.  When 
combined  in  one  gang  they  can  be  concentrated  on  one  job  requiring 
a  larger  number  of  men  than  one  department  should  carry — docking 
a  ship  or  discharging  coal,  for  instance.  In  this  fewer  men  are 
required  to  be  constantly  employed. 

Jraragraph  2.  1.  The  concentration  of  shop  work  and  tools  has 
been  a  savmg  of  machine-shop  space  and  placing  the  mechanics  imder 
more  direct  supervision. 
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Par.  2.  2.  It  has  vacated  two  storehouses,  one  biiilt  for  lumber  and 
much  needed  for  that  purpose,  subsequently  converted  into  a 
machine  shop  by  Yards  and  l)ocks;  the  other,  an  ordnance  machine 
shop,  which  can  be  used  for  ordnance  stores  by  the  general  store- 
keeper. 

Par.  2.  3.  No  further  machine  shops  or  storehouses  are  required 
at  this  yard.  A  boat-building  shop  is  recommended,  however,  but 
in  no  way  connected  with  consolidation. 

Par.  3.  1-9,  inclusive.  See  tables  annexed,  marked  "A." 

Par.  3.  10.  All  inspectors  occupy  the  same  offices  they  occupied  as 
heads  of  departments.     No  change  has  been  made  nor  is  anticipated. 

Par.  3.  11.  See  report  of  manager  of  manufacturing  plant,  *'A." 
pa^e  6.  No  additional  expense  will  be  incurred  by  the  system  estao- 
lished. 

Par.  3.  12.  Copies  of  all  job  orders  are  furnished  the  inspectors 
concerned  which  show  the  shop  and  work  to  be  done.  They  keep 
their  own  records,  such  as  they  wish,  each  inspector  having  one  or 
more  clerks.  See  inclosure  marked  **A,"  pages  7  and  8.  They  have 
the  assistance  of  whomsoever  they  desire  on  application  to  the 
manager  of  the  manufacturing  plant  by  telephone  or  otherwise. 

Par.  3.  13.  The  books  of  expense  account  against  each  job  order 
are  open  to  the  inspection  of  nimself  or  clerk.  See  inclosure  **A," 
pages  8  and  9. 

rar.  3.  14.  Copies  of  all  authority  for  work  and  information  con- 
nected therewith  are  furnished  the  inspectors,  also  the  job  orders 
when  issued.  He  can  follow  the  work  up  from  day  to  day,  both  in 
execution  and  cost,  and  has  authority  to  stop  a  workman  who  is 
going  wron^.  Is  directed  to  give  suggestions  to  the  manager  of  the 
manufacturing  plant,  etc.  See  commandant^s  order,  marked  '^E." 
Think  the  facilities  for  inspection  are  very  pjood,  but  the  inspector, 
if  also  director,  can  keep  m  better  touch  with  the  work.  Am  not 
acquainted  witn  inspection  at  private  shipbuilding  establishments. 

rar.  3.  15.  All  snops,  books,  stub  requisitions,  invoices,  letter 
drawing|s,  plans,  etc.,  are  open  to  his  inspection  and  any  employee 
he  requires  at  his  service.  If  he  does  not  keep  himself  mformed  it 
is  his  fault,  because  he  has  every  opportunity. 

Par.  3.  16.  In  the  beginning,  the  new  manager  of  the  manufactur- 
ing plant  and  staff  must  nave  tne  assistance  of  the  technical  inspector, 
who  becomes  practically  a  director,  and  if  he  cooperates  freely  I  see 
no  reason  why  the  new  system  should  not  become  as  good  as  the  old, 
but  not  better. 

Par.  4.  As  there  is  a  diversity  of  opinion  on  this  subject,  the  com- 
mandant submitted  the  department  s  letter  to  the  manager  of  the 
manufacturing  plant  and  inspectors  for  their  views  on  the  various 
points  mentioned  therein  and  submits  these  replies  without  comment, 
marked  "A,"  from  the  manager  of  the  manufacturing  plant;  *'B," 
inspector  of  machinery;  *'C,"  inspector  of  equipment  and  ordnance; 
*'D,"  inspector  of  public  works.  The  quotations  given  in  **A"  are 
the  commandant's  orders.  The  commandant's  general  order  on 
consolidation  of  March  5,  1909,  is  also  inclosed,  marked  '*F." 
Very  respectfully, 

E.  K.  Moore, 
Rear-Admiral,  TJ.  S.  Navy,  ComTnandant. 

The  Assistant  Secretary  of  the  Navy, 

Na/oy  Department,  Washington,  D.  G. 
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8. 

Navy  Yard, 
Porttmouih,  N,  H,,  April  17,  1909. 


Sib:  I.  Referring  to  the  inauirieB  in  the  department's  letter  No.  27174F-5,  April  12, 
1909,  I  respectfully  submit  toe  following  statement: 

t.  Relative  to  machine  ehope,  navy-yard,  PorUmouth,  N,  H. 


(1)  ICanufBctnrlng  work  has  been  dl»- 
oonUnaed  In  tbe  following  machine 
ihopK 


(2)  The  work  has  been  trana- 
ferred  to  the  following  shops: 


(3)    The   foUov 
shops  have  been 


Tarda  and  docks  machine  shop,  build- 
ing No.  42,  floor  area  75  z  00. 

Ordnance  machine  shop,  east  wing  of 
building  No.  22,  floor  area  85  z  20. 

Steam  engineering  machine  shop,  build- 
ing No.  18,  floor  area  280  x  30. 


Machine  shop,  building  No.  46. 
Machine  shop,  building  No.  45. 
Machine  shop,  building  No.  80. 


Yardi    and    docks,   boUdlng 
No.  42.  ^^ 

Ordnance,  building  No.  22. 


Bteam   engineering. 


General  machine-shop  work  has  been  discontinued  in  the  equipment  machine 
shop,  building  No.  79,  and  transferred  mainly  to  machine  shop,  building  No.  45. 
Machine  work  on  electrical  fittings  is  continued  in  shop  building  No.  79. 

Dismantling  the  steam  engineering  machine  shop  in  building  No.  18  was  proposed 
before  consolidation. 

The  tools  from  machine  shops  that  were  dismantled,  except  some  machines  not 
yet  moved,  have  been  transferred  as  follows: 

From  jrards  and  docks  shop  No.  42  to  machine  shop  No.  45. 

From  ordnance  shop  No.  23  to  machine  shop  No.  80. 

From  steam  engineering  shop  No.  18  to  macnine  shop  No.  80. 

S,  Relative  to  tihope  oOur  than  machine  thops,  navy-yard,  Portsmotith,  N.  H. 


(0)  Work  haa  been  disoontfained  In  the 
following  shops: 


(6)  The  work  has  been  trans- 
xerred  to  the  following  shops: 


(7)  The  following  shopa  havt 
been  dismantled: 


Ooostmctlon  and  repair  rigging  loft, 

building  No.  7.  floor  area  50  z^O. 
Construction  and  repair  electrical  shop» 

building  No.  75.  floor  area  40  z  65. 
Construcaon  and  repair  electro  plating 

plant,  building  No.  45. 
Tarda  and  docks  smith  shop,  building 

No.  62,  floor  area  36  z  50. 

Tarda  and  docks  tool  house,  building 
No.  63,  floor  area  25  z  25. 

Steam  engineering  electrical  depart- 
ment (Inbnlldlng No.  80). 

Bteam  engineering  foundry,  building 
No.  18,  floor  area  150  x  50. 

Steam  enidneering  smith  shop,  building 
No.  18,  floor  area  100  z  50. 


Rigging  loft,  building  No.  79.. 

Electrical  shop,  building  No. 

79. 
Plating  plant  in  electrical  shop, 

building  No.  79. 
To  smith  shop,  building  No. 

76,  horseshoeing  annez  to 

No.  18. 
To  central  tool  room,  building 

No.  7. 
Electrical  shop,  building  No. 

79. 
Foundry,  building  No.  76..... 


Smith  shop,  building  No.  76  . 


Steam  engineering  smith  shop, 
^uilitngNo.l8. 


The  steam  engineering,  construction  and  repair,  and  yards  and  docks  laboring 
Bangs  have  been  consolidated  and  offices  of  foremen  and  muster  boards  placed  in 
building  No.  7. 

Previous  to  consolidation,  the  construction  and  repair  pattern  shop  had  been  closed 
and  the  work  transferred  to  the  steam  engineering  pattern  shop.  Also  the  yards  and 
docks  joiner  shop,  paint  shop,  and  plumbing  shops  had  been  closed  and  Uie  work 
transferred  to  the  corresponding  construction  and  repair  shops. 

4.  The  tools  from  the  steam  engineering  smith  shop,  except  some  not  yet  moved, 
have  been  transferred  to  the  smith  shop,  building  No.  76.  The  steam  engineering 
foundrv  has  been  retained  ready  for  use  as  an  increase  in  work  may  require  the  addi- 
tional  ucilities. 
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S.  Charader  and  mu  ofdtopi  and  huildingi  vacated  by  the  eonsolidaHon  o/mantrfaetunng 
pUmU  and  jnsrpoue  to  uMch  they  are  to  he  aeeigned. 


Namt  md  inimber  off  thop. 


ChBractcr  of  building 


Floor  area. 


Purpose  for  whJeh 
aaslsned  or  proposed. 


Yards  and  dooks  maehina 
shop,  No.  42. 


Ordnanoa 
No.  22. 


shop. 


shop.  No.  IS. 

Coostmctlon  and  repair  rig- 
ging loft.  No.  7. 

Constmctloo  and  repair  deo- 
trkal  shop,  No.  7&. 

Oonstmction  and  repair 
plating  plant.  No.  IS. 

Tarda  and dockssmlthsliop. 
No.  02. 

8taam  engineering  electrical 
department.  No.  80 

Yards  and  docks  tool  hoose. 

No.  e3. 
Steam  engineering  foondry, 

Steam   engineering  smith 
p,No.l8. 


Brick  and   granite,  one 
story  and  attic. 

First  story  of  east  wing, 

brick  2-story  building. 
2-story  brick,  second  floor 

wood;  old,  oil  soaked; 

poor  condition. 
Attic  floor  of  building  No. 

7. 
Second  floor  of  nortb  end 

of  foundry. 
Occupied  a  part  of  buffing 

room. 
Brick,  1  story 


Occupied  quarterman's  of- 
fice. 

Brick,  1  storr,  at  end  of 

wagon  shea. 
Brick,  1  story,  wood  roof, 

poor. 
Brick,  1  story,  wood  roof, 

oM. 


18,000  square  feet,  in- 
cluding Joiner  snop, 
also  vacated. 

1,700  square  feet , 

8,400  square  feet. 

12,500  square  feet. . . . . , 
2,200  square  feet. 

1,800  square  feet 

625  square  feet 

7,500  square  ftet. 

6,000  square  feet. 


For  general  storekeep- 
er, lumber  and  other 
material. 

General  storekeeper. 

Not  assigned. 


Do. 

Do. 
Added  to  buffing  room. 
Not  assigned. 

To  quarterraan  for  o^ 
fice  as  originally  In- 
tended. 

Not  assigned. 

Retained  for  use  as  an- 
nex to  foundry. 
Not  assigned. 


6.  The  cost  of  operating  the  central  power  plant  has  been: 


Labor. 


Material. 


TotaL 


December, 
January.. 
February. 
March.... 


$1,770.38 
2,020.89 
1,813.19 
1,642.70 


83,711.26 
3,908.48 
3,629.20 
3,164.55 


16,481.64 
5,938.37 
5,442.38 
4,807.26 


The  saving  in  material  is  due  in  part  to  the  economizer  that  has  been  put  in  service 
and  in  part  to  shutting  off  heat  from  shops  at  night,  stopping  leaks  in  air  and  steam 
pipes.  The  cost  of  power  appeals  more  directly  to  a  manager  when  it  appears  on  the 
cost  of  the  work  that  he  is  attempting  to  do  in  competition  with  other  yards  than  it 
did  under  the  former  system,  when  it  was  paid  by  other  departments  than  the  one 
operating  the  plant. 

7.  The  hanalin^  of  materials  from  storehouses  and  between  shops,  not  includinjg 
hauling  for  yard  improvements,  which  varies  with  the  improvement  in  prog;rees,  is 
now  done  with  the  yard  teams  and  one  hired  team  (single).  Before  consohdation, 
when  each  department  did  its  own  transportation,  one  single  and  one  to  three  double 
hired  teams  were  required  in  addition  to  the  yard  teams,  and  in  addition  to  handling 
large  quantities  of  material  by  handcarts.  A  regular  delivery  service  is  now  main- 
tained between  store  and  shops,  four  trips  a  day,  resulting  in  a  very  material  saving, 
both  by  reducing  the  number  of  teams  and  the  men  with  them,  and  by  very  largely 
eliminating  the  loss  of  time  by  helpers  and  mechanics  goin^  to  the  store  with  mmd 
carts  to  draw  the  material  separately  for  each  job,  or  to  take  it  from  shop  to  shop. 

8.  As  regards  additional  expenses,  I  consider  that  for  the  same  amount  of  work  the 
manufacturing  department  will  require  nearly  as  laige  an  office  force  as  the  combined 
force  of  the  previous  departments,  and  that  with  the  addition  of  the  office  force  for 
the  inspectors  the  tendency  will  be  toward  an  increase  in  the  total  office  force. 

The  foUowing  is  the  order  relative  to  assistance  for  the  inspectors  in  making 
inspections: 

"The  job  order  for  any  work  includes  affording  all  the  technical  assistance  and 
labor  for  handling  and  in  ordinary  cases  for  making  full  examination  and  tests  of 
every  part  of  the  work.  Such  service  to  be  furnished  immediately  upon  request. 
For  tests  of  mechanisms,  apparatus,  and  material  requiring  special  preparations  and 
details  of  employees,  the  inspectors  will  make  memorandum  or  telephone  request  on 
the  head  of  the  manufacturmg  department,  who  will  make  arrangements  and  send 
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due  notice  to  the  isspector  concerned.  Small  sketches,  sketch  plans,  schemes,  and 
data  from  work  and  uso  small  amounts  of  clerical  work  that  can  not  be  done  by  the 
inspectors'  aatistants  will  be  performed  for  the  inspectors  and  their  assistants  on  appli- 
cation to  the  draftsman  in  cnarge  or  the  chief  clerk.  This  work  will  be  char^ea  to 
standing  numbers  designated  for  that  purpose.  Requests'  for  larger  amounts  of  work 
will  be  reported  immcnd lately,  in  order  that  arrangements  may  be  made  and  charge 
numbers  designated.  All  such  drafting  work  and  clerical  work  will  be  performed 
under  the  immediate  direction  of  the  inspector  or  his  assistants." 

"All  persons  in  this  department  are  enjoined  to  furnish  full  information  and  all 
aasistance  required  by  the  inspectors,  to  ^ve  full  consideration  to  all  instructions  and 
suggestions,  to  follow  carefully  the  provisions  of  this  order,  to  avoid  disputes  or  dis- 
agreements, to  report  their  views  and  recommendations  to  the  officer  of  this  depart- 
ment having  chaige  of  the  work,  and  finally  to  use  ever^^  effort  to  carry  on  the  work 
expeditiously,  economically,  and  to  the  satisfaction  of  the  inspec^tor  and  his  assistants.'' 

9.  Relative  to  check  i^ainst  extravagance,  wastefulness,  or  inaccuracy,  a  worthy 
head  of  the  manufacturing  department  and  worthy  assistants  will  take  the  same 
interest  and  pride  in  performing  satis&ictorily  and  economically  the  work  for  which 
thev  are  responsible,  whether  it  comes  under  one  bureau  and  set  of  appropriations,  or 
unaer  several  bureaua  and  appropriations.  In  addition,  it  is  provideKl  relative  to  the 
inspector: 

'^Ue  will  inform  the  manager  immediately  when,  in  his  opinion,  the  planning  or 
execution  of  this  work  can  be  improved  upon.  Differences  of  opinion  not  capable  of 
adjustment  will  be  reported  to  the  commandant. 

*lt  any  work  is  proceeding  in  a  wrong  manner  so  that  the  Government  is  suffering 
loss  due  to  defective  workmanship  or  material,  the  inspector  has  authority  to  stop  the 
work.  His  assistant  mav  also  stop  work  in  extreme  and  urgent  cases.  When  any 
work  is  thus  stopped,  the  workman  will  immediately  hunt  up  his  quarterman  or 
foreman,  and  the  inspector  will  give  full  instructions  to  the  foreman  as  to  the  correct 
method  for  proceeding  or  the  correct  material  to  be  used.  The  foreman  will  report 
promptly  to  an  officer  of  this  department  all  such  cases  and  the  instructions  received." 

The  inspector  has  the  same  full  access  to  any  shop  and  to  every  part  of  the  work  as 
the  head  of  the  manufacturing  department,  and  tne  same  as  is  required  at  private 
yards,  and  in  addition  has  full  access  to  the  office  records^  cost  accounts,  etc..  also 
when  the  work  is  completed,  the  actual  cost  is  entered  on  his  copy  of  the  job  oraer. 

"All  correspondence,  records,  plans,  costs,  estimates,  etc.,  in  this  department  are 
open  to  the  examination  of  the  inspectors  concerned  and  their  designated  assistants; 
and  all  processes  of  manufacture,  shop  practices,  operations,  and  work  completed,  or 
under  way,  are  subject  to  their  full  inspection  at  all  times.  All  persons  in  this  depart- 
ment are  directed  to  give  full  and  complete  information  in  answer  to  all  inquiries  by 
inspectors  or  their  assistants,  including  the  exhibition  of  job  orders,  plans,  schedules, 
ana  instructions  for  work;  and  to  give  full  explanation  of  shop  practices  and  methods 
proposed.  These  instructions  apply  to  all  work  in  the  yard  or  shops,  on  the  ships,  and 
in  the  office  and  drafting  room.' 

10.  Relative  to  inspectors  keeping  in  touch  with  the  work,  etc.,  they  are  furnished 
with  copies  of  all  job  orders,  plans,  and  correspondence  relative  to  the  work  under 
their  inspection,  and  so  far  as  possible,  their  approval  is  secured  before  starting  new 
jobs,  except  that  repair  iobs  consisting  of  renewals  without  change  in  design  are 
proceeded  with  without  plan. 

11.  Relative  to  superiority  or  inferiority  of  the  present  system,  I  am  of  the  opinion 
that,  if  given  a  full  and  fair  trial  with  cooperation  of  all  concerned,  it  will  prove  superior 
to  a  number  of  independent  departments. 

The  reduction  in  the  number  of  independent  shops  reduces  cost  of  supervision, 
care  of  shops,  tools,  handling  material,  necessary  supply  of  tools,  and  amount  of  idle 
machinery.  It  increases  the  choice  of  men  available  for  special  jobs,  it  gives  more 
steady  employment  by  having  all  work  in  one  department,  instead  of  laying  off  men 
in  one  department  and  taking  men  on  in  the  same  trade  in  another,  and  stwwiy  employ- 
ment secures  the  better  workmen  and  gives  the  best  opportunity  to  improve  methoos 
of  work  and  practice  of  economy. 

The  reduced  number  of  foremen  will  allow  a  higher  pay  for  the  superintendente  of 
the  larger  shops,  and  thus  secure  men  of  experience  equal  to  that  of  superintendents 
of  departments  in  private  yards. 

The  upkeep  of  tools,  additions  to  tools,  extensions  of  shop,  etc.,  will  be  much  less 
in  one  large  shop  than  in  a  number  of  small  ones,  each  attempting  to  maintain  a  plant 
for  all  classes  of  work. 

The  workmen  are  obtained  from  the  same  register  as  formerly;  the  foremen  will  be 
appointed  as  heretofore,  the  inspectors  and  the  manager  and  his  assistants  should  have 
the  same  end  in  view — that  is,  the  best  design  and  arrangement  that  can  be  secured, 
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the  one  that  will  prove  ratipfactory  to  the  ship's  officers,  and  that  will  coDsequently 
be  a  credit  to  the  yard;  the  beet  quality  of  workmanship  and  material,  and  prompt, 
economical  completion. 

There  can  be  no  question  of  a  contract  at  a  losing  figure,  and  no  incentive  to  slight 
the  work. 

12.  The  new  system  will  help  very  much  toward  eliminating  one  of  the  chief  con 
ditions  IcAdine  to  excessive  cost  of  navy^yard  work — that  is,  each  department  shop 
had  its  caretaKers,  tool-room  keepers,  runners  for  material,  and  a  crew  of  mechanics, 
some  expert  in  one  class  of  work,  others  in  another.  )^hen  work  became  slack, 
experts  had  to  be  kept  and  were  kept  for  each  class  of  work,-  and  were  put  at  lower- 

§rade  work  and  at  work  in  the  natiure  of  care  and  improvement  of  shop  rather  than 
irect  productive  work,  and  the  bad  effect  of  such  conditions  when  work  is  slack 
extends  over  to  a  greater  or  less  extent  when  work  is  plenty.  Combining  all  work  in 
one  department  will,  to  some  extent,  make  the  volume  of  work  more  constant.  The 
chief  gain  under  this  head  is  that  when  work  is  slack  whatever  reason  exists  for  retain- 
ing a  crew  of  experts,  care  takers,  etc.,  will  apply  to  but  one  such  crew,  and  will  not 
apply  to  duplicating  the  crew  in  two,  three,  or  more  shops. 

13.  Shop  management  and  shop  improvement  is  a  profession  to  which  men  devote 
their  lives.  Immediate  economies  can  be  mad»  by  aboli.«hing  useless  positions,  dupli- 
cate ^ops,  stores,  tools,  etc.,  but  the  greater  gain  will  be  maae  by  improving  the  shop 
methods,  metiiods  that  have  grown  up  in  the  navy- yards  under  an  absence  of  compe- 
tition, and  where  coste  were  seldom  known  or  consiaered  by  the  shop  foremen,  where 
to  Uiem  material  cost  only  a  signature  on  a  piece  of  paper,  and  the  best  was  hardly 
good  enough.  These  must  be  replaced  by  the  methods  and  practices  that  have  sur- 
vived under  competition  in  outside  establishments,  and  it  will  require  time  and  effort 
and  unlimited  support  of  the  management  that  is  to  effect  the  change.  Such  is  tlie 
history  of  every  successful  mechanical  establishment. 

14.  In  conclusion,  the  new  orpnization  is  that  that  has  survived  in  the  commercial 
world,  with  the  addition  that  the  inspectors,  corresponding  to  the  representatives  of 
the  shipowner  in  commercial  life,  have  full  access  to  the  coets,  files,  purchases  of  mate- 
rial, and  all  information  and  records  possessed  by  the  manufacturing  department, 
corresponding  to  the  shipbuilders.  Success  depends  only  on  a  fair  trial  and  compe- 
tent personnel  in  the  manufacturing  department  and  for  the  duties  of  inspection. 

Very  respectfully, 

J.  G.  Tawresey, 
Naval  Constructor^  United  States  Navy^ 

Manager  Manufacturing  Department, 
The  Commandant. 

Aefer  to  No.  K-319.]  [File  No.  **  B. 

Navy- Yard, 
Portsmouth,  N.  H.,  April  16,  1909. 

Sir:  In  obedience  to  your  first  indorsement  on  department's  letter  27174P-5,  of 
April  12,  1909,  1  have  to  say  as  follows: 

With  regard  to  paragraph  2,  and  of  paragraph  3,  subparagraphs  (1)  to  (11),  inclusive, 
the  information  can  best  be  given  by  the  head  of  the  manufacturing  department. 

As  to  (12).  The  inspector  of  machinery  makes  visits  to  the  various  shops  in  which 
steam  engineering  work  is  going  on,  observing  as  well  as  may  be  the  state  and  quality  of 
the  work,  passing  such  as  is  properly  done  and  is  in  accordance  with  specifications,  and 
calling  attention  to  that  which  may  not  seem  up  to  the  standard.  Having  no  directive 
nor  supervisory  power,  that  is  all  the  inspector  can  do.  The  record  of  inspections  is 
the  return  of  the  job  orders  from  the  manufacturing  department  with  the  labor  and 
material  cost  noted.  At  the  present  time  the  inspector  of  machinerv  has  no  assistance 
in  making  his  inspections  in  the  shops.  Under  tne  former  system  all  the  master  work- 
men in  his  department  were  his  assistants,  who  called  his  attention  to  matters  requir- 
ing it,  and  getting  his  advice  and  direction  as  to  the  manner  of  doing  work.  Under 
the  present  system  this,  of  course,  is  changed. 

(13).  As  the  cost  of  work  is  figured  and  recorded  entirely  in  the  manufacturing  depart- 
ment, there  is  no  check  against  extravagance,  wastefulness,  or  inaccuracy  in  the  per- 
formance of  work  done  for  the  bureaus  so  far  as  the  inspector  may  have  cognizance, 
except  ae  he  may  observe  and  call  attention  to  it. 

(14).  No  opportunity  is  afforded  the  inspector  by  the  present  system  to  acquire  a 
close  knowledge  of  manufacture  and  repair  work,  mechanical  nrocesses,  and  costs, 
except  as  his  ooservation  may  teach  him.  The  system  is  certainly  inferior  to  the  old 
system,  as  then  being  in  charge  and  responsible,  he  had  a  very  real  and  compelling 
reason  to  acquire  such  knowledge.    As  there  are  no  outfita  under  the  supervision  of  the 
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inspector ,  he  feels  a  delicacy  in  ofifering  suggestions  and  opinions  in  regard  to  develop- 
ment and  improvement,  except  as  he  may  be  asked.  The  system  is  probably  on  a  par 
with  that  at  private  shipbuilding  establishments,  except  that  at  different  private 
yards  methods  vary  and  tne  inspectors  have  greater  opportunities  to  observe  ana  learn. 

(15).  The  inspectors  are  able  to  keep  in  touch  with  the  work  pertaining  to  their 
respective  bureaus  primarily  through  the  job  orders  issued  by  the  manager,  copies  of 
which  are  fumishea  him.  By  following  theee  up  he  is  able  to  keep  himself  informed 
'  of  the  state  of  each  job.  He  also  has  access  to  the  information  and  instructions  received 
by  the  naval  constructor  as  to  the  several  items  of  work  for  which  job  orders  are  given, 
but  as  to  the  receipt,  transfer,  condition,  and  disposal  of  material,  these  are  directly 
controlled  by  the  manager  andcome  only  incidentally  to  the  knowledge  of  the  inspector, 
who  can  only  by  observation  and  inspection  assure  himself  that  all  material  unaer  the 
cognizance  of  their  respective  bureaus  is  cared  for,  manufactured,  repaired,  assembled, 
and  installed  in  accordance  with  required  standards  or  directions  of  the  bureau. 

(16^.  In  my  opinion  the  present  system  is  decidedly  inferior  to  the  former  system  in 
assuring  the  detection  of  errors  or  mistakes  in  the  work  pertaining  to  the  different 
bureaus,  so  far  as  the  inspectors  are  concerned.  He  can  only  depend  on  his  observa- 
tion. Formerly  master  mechanics,  quartermen.  and  others  in  charge  were  responsible 
to  the  representative  of  a  bureau,  the  head  of  the  department  under  that  bureau. 
When  mistakes  were  made,  they  necessarily  were  callea  to  his  attention.  Now  such 
men  in  charge  are  not  accountable  to  the  inspector,  and  except  as  they  are  conscien- 
tious or  otherwise,  may  or  may  not  call  his  attention  to  such  errors  or  mistakes. 
Very  respectfully, 

A.  V.  Zanx, 
Captain,  U,  8,  Navy,  Trupector  of  Maehmery, 

The  GOICICANDANT. 

No.  196.]  [«0 

XJNrrED  States  Navy-Yard, 

Portsmouth,  N.  H.,  April  16,  1909, 

Sir:  I  have  the  honor  to  submit  the  following,  in  obedience  to  your  indorsement 
on  Assistant  Secretary's  letter  No.  27174-F-3. 

ParaCTaph  1.  In  obedience  to  the  last  sentence  I  herewith  submit  two  memoranda, 
marked  ''A"  and  "B,''  submitted  to  the  general  inspector  of  equipment  on  his  visit 
to  this  yard,  a  copy  of  which  was  furnished  your  office. 

Par.  2.  Tnere  is  nothing  in  this  paragraph  that  I  am  able  to  report  on. 

Par.  3.  1.  I  am  unable  to  answer  accurately.  Before  Febnutry  1  the  following 
work  was  done  in  the  shops  named  below: 

Equipment. — (1)  Electrical  machine  shop,  testing  shop,  and  foige,  equipment 
work.  (2)  Testing  and  instrument  room,  equipment  work.  (3)  Electroplating 
shop,  equipment  work.  (4)  Electro-mechanical  shop,  equipment  jrork.  (5)  Sail 
loft,  equipment  canvas  work.    All  of  the  above,  and  the  i  * 


in  building  No.  79.    (6)  Rigging  loft,  equipment  work. 
'■''"'     icemacni 


inspector's  office,  are  located 


Ordnance. — (1)  Ordnance  machine  shop,  ordnance  work.  Building  No.  22, 100  feet 
from  building  No.  79. 

As  far  as  I  know,  work  is  carried  on  as  formerly,  except  that  only  electrical  work 
is  carried  on  in  electrical  machine  shop,  not  miscellaneous  repairs  to  other  equipment 
material. 

All  ordnance  work  has  been  transferred  to  the  former  construction  and  repair 
machine  shop,  building  No.  45. 

Items  (2),  (3),  (4),  (5),  (6),  (7),  (8),  and  (9)  not  within  the  cognizance  of  the  inspector. 

The  space  in  building  No.  22  formerly  used  as  an  ordnance  machine  shop  is  now 
used  for  storage  purposes.  This  is  the  lower  floor  of  the  eastern  wing — size  about 
70  by  25  feet. 

(11).  In  regard  to  consolidation  of  shops  and  trades,  it  is  submitted  that  this  is  a 
necessary  feature  of  economy  and  wherever  economy  outweighs  efficiency  this  feature 
should  obtain.  It  is  respectfully  submitted  that  no  saving  in  economy  has  resulted 
in  eouipment  and  ordnance  work,  as  far  as  my  observation  goes. 

All  overhead  expenses  are  increased.  The  delay  and  waste  of  time  necessitated 
by  the  present  system  also  increase  the  expense. 

The  lessened  efficiency  of  expert  supervision  also  increases  the  expense. 

The  above  causes  of  extra  expense  must  continue,  as  they  are  a  vital  part  of  the 
system. 

It  is  respectfully  submitted  that  each  separate  proposition  of  consolidation  in  each 
yard  should  be  considered  separately,  ana  as  clear  a  diagnosis  as  is  possible  made, 
as  to  whether  economy  will  result  from  such  consolidation. 

(12).  (a)  General  Order  No.  9,  memorandums  to  commandants,  and  command- 
ant's General  Order  No.  1. 
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(h)  AU  completed  job  ordeis  are  O.  K.'d  by  the  ioBpector,  both  copies  bein^  sent 
to  the  manager j  one  copy,  with  total  coet  entered  thereon,  ifi  finally  returned  to  the 
inspector,  for  hu  files. 

(e)  Equipment:  One  clerk,  one  draftaman.  Ordnance:  One  clerk,  one  ordnance 
man  (second  class). 

The  manufacturing  department  famishes  assistants  as  required,  on  application. 

(13).  This  practically  is  entirely  in  the  hands  of  the  manufacturing  department. 
It  is  only  in  glaring  cases  that  such  is  evident  to  the  inspector.  But  one  such  case 
has  occurred  since  February  1, 1909. 

The  inspection  begins  only  when  work  begins  (see  memorandums  to  command- 
ants). The  principal  waste  is  in  planning  and  undertaking  work,  and  recommend- 
ing alterations  and  repairs.    In  this  the  inspector  has  no  say. 

(14).  (a)  Practically  none.  The  present  system  renders  it  practically  impossible. 
The  inspector  has  no  direct  connection  with  the  matters  mentioned  in  this  item. 

(6)  The  former  system  gave  the  inspector  every  opportunity  possible  to  acquire 
such  knowledge.  The  present  system  gives  him  so  little  as  to  amount  to  practically 
none  at  all.    The  superiority  of  the  former  system  is  therefore  marked. 

The  inspectors  at  private  yards  have  definite  responsibilities  and  great  authority. 
They  are  representatives  of  a  bureau,  and  responsible  to  it.  Thev  make  estimates 
of  cost  of  changes.  Their  inspection  begins  from  the  inception  of  work,  and  their 
chief  work  is  before  the  job  is  begun,  on  plans,  etc. 

The  inspector  at  a  navv-yard  has  indefinite  responsibilities.  Authority  he  has  none. 
The  system  is  as  entirely  different  from  a  private  shipyard  as  is  the  work  done,  and 
the  circumstances  under  which  it  is  done. 

Considering  these  things,  it  is  seen  that  an  inspector  at  a  private  yard  must  acquire 
a  knowledge  of  manufacturing  and  repair  work,  mechanical  processes,  and  costs 
involved,  otiierwise  he  can  not  do  his  work  properly. 

(15).  Copies  of  correspondence  are  forwiurded  to  them,  as  a  general  rule.  This 
depends  on  whether  the  commandant  and  manager  think  it  necessary.  Weekly 
reports  of  rejMurs  are  also  forwarded  to  them.  Questioning  those  engaged  on  ttie 
work,  inspecting  drawings,  and  inspecting  the  work  complete  the  opportunities  for 
inspection. 

Inspectors  are  not  informed  of  transfer  and  disx)osal  of  material.  The  system  does 
not  require  it.  Notices  of  receipt  of  material  are  received  daily  from  the  eeneral 
storekeeper.  The  condition  of  material  is  found  out  by  inspection,  on  application 
to  the  (^neral  storekeeper.  The  general  storekeeper  is  required  to  grant  such 
applications. 

To  see  that  material  is  manufactured,  repaired,  or  installed  in  strict  accordance 
with  bureau's  standard  directions  is  very  difficult  and  roundabout.  The  inspector 
does  not  represent  nor  correspond  with  a  bureau.  He  has  no  initiative  nor  authority. 
He  is  not  regarded  as  to  the  desirability  of  repairs  or  alterations,  the  method  or  plan 
of  carrying  on  work,  nor  in  short  in  anything  save  the  indefinite  one  of  keepiiiq^  in 
touch  with  work  ana  giving  the  manager  the  benefit  of  his  experience.  The  manager 
can  accept  his  advice  or  not. 

Unless  it  is  a  flagrant  case,  it  is  not  in  the  best  interests  of  working  for  results  to 
take  it  to  higher  authority.  Cooperation  is  thus  reduced  to  nonobstruction  of  the 
manager,  a  condition  of  affairs  not  conducive  to  getting  the  results  of  the  years  of 
trainine  that  the  inspectors  have  had. 

(16)  In  my  opinion  the  present  system  lends  itself  to  errors  and  makes  their  detec- 
tion difficult,  lor  it  nuUines  the  position  of  the  officers  having  expert  knowledge, 
and,  by  not  giving  him  directing  |K>weiB,  prevents  organizing  and  arranging  the  work 
BO  as  to  minimize  errors. 

Second.  This  system  introduces  a  feature  bearing  directly  on  this  subject;  that 
is,  the  obliteration  of  yard  departments.  These  departments  instilled  a  feeling  of 
esprit  de  corps  in  clerlra,  foremen,  and  workmen,  which  I  believe  is  increased  when 
they  are  controlled  by  officers  whom  they  know  are  directly  cognizant  of  the  quality 
of  the  work  they  turn  out  and  understand  exactly  what  they  are  turning  it  out  for. 

This  human  lever  toward  eood  work  is  now  missing.  The  shop  bosses  and  work- 
nfen  realize  their  old  chiefs  have  no  longer  any  say  m  their  work,  and  when  these 
are  detached  the  new  insi)ectorB  will  have  no  influence  with  them  at  all,  and  no 
opportunity  to  get  into  touch. 

There  is  now  lacking  that  essential  thing  to  good  results — emulation. 
Very  respectfully, 

N.  B.  HoFP, 
Lieut.  Commander^  U.  8.  Navy, 
Inspector  oj  Equipment  and  Ordnanee. 

Th«  COMlfANDAMT. 
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VACTS    BSOABDINO    PRK8BNT    NAVY-TARD    ORGANIZATION    AND    METHODS    OV    WORK. 

Foci  1 . — No  comparison  of  figures  will  serve  to  determine  the  relative  i^onomy  of  the 
two  systems  of  work — before  and  after  General  Order  No.  9.    There  ^as  formerly 
practically  no  uniform  method,  or  altogether  reliable  method,  of  charging  cost  in  any 
shop  in  any  navy-yard.    Mr.  Newberry  said  as  much  before  the  House  committee 
(February  4,  1909,  p.  872.) 

All  we  can  tell  about  the  relative  economy  under  No.  9  and  that  just  prior  to  it  is 
that  under  No.  9  there  is  (1)  a  greater  volume  of  paper  work  and  a  greater  multiplicity 
of  detail  steps  in  the  admrnistration;  (2)  no  reduction  of  clerical  or  working  force; 
(3)  all  signs  point  to  the  necessity  of  an  increase  in  naval  constructors,  ''leading  men," 
and  inspectors'  stafi,  if  the  development  is  to  be  on  the  present  lines  as  now  inter- 
preted. 

"A" 

Fact  t, — ^The  conditions  of  an  outside  shipbuilding  firm  doing  contract  work  and 
a  government  plant  doin^  government  work  differ  in  so  many  material  essentials 
that  the  principles  govemmg  a  detail  of  organization  of  one  may  oi  may  not  govern 
in  the  other  case.  Each  must  be  examined.  It  is  therefore  a  mistake  to  wholesale 
say  a  shipyard's  methods  must  be  entirely  sound,  applied  in  toto  (or  nearly  so)  to  a 
navy-yard. 

To  illustrate:  (a)  It  is  not  a  sound  comparison  to  say  that  the  relations  of  the  manu- 
facturing department  of  a  yard  and  the  ueet  inspectors  are  the  same  as  the  relations 
of  a  contractor  and  the  government  inspectors  at  a  private  yard. 

This  is  clear,  for  the  contractor  is  responsible  to  the  contractor,  and  the  inspector 
to  the  Government,  while  at  a  navy-yard  the  manufacturing  department  and  the 
inspector  are  each  responsible  in  the  same  way  and  same  degree  to  the  same  person, 
the  United  States  Government. 

There  can  not  be  two  kinds  of  responsibility  among  officers  of  the  navy  in  their 
relations  to  the  department. 

Consequently  a  system  of  organization  founded  on  this  principle  will  be  faulty  in 
its  inception. 

(6)  'Tne  "business"  of  a  shipyard  is  to  make  money.  The  ''business"  of  a  navy- 
yard  is  "fleet  efficiency." 

(c)  A  shipyard  doing  its  own  "business"  does  not  have  the  indirect  method  of 
employing  its  experts  set  forth  in  General  Order  No.  9. 

Therefore  the  present  method  of  doing  such  work  (indirectly)  is  not  a  business 
method,  as  understood  in  the  commercial  world. 

(d)  The  "business"  director  of  a  shipyard  is  a  financial  man — a  "money-maker." 
The  "business"  director  of  a  navy-yard  should  therefore  be  an  officer  thoroughly 

conversant  with  "fleet  efficiency." 

The  commandant  occupies  this  position. 

The  results  of  technical  work  on  the  fleet  are  known  ultimately  and  best  by  the 
officers  usine  the  fleet.  This  is  the  only  class  with  technical  as  well  as  military 
training  in  the  use  of  the  fleet. 

From  the  moment  they  first  put  foot  on  the  deck  of  a  ship  as  a  midshipman,  their 
military  and  technical  training,  from  the  view  point  of  the  whole  fleet,  continues  side 
by  side  until  they  retire. 

They  are  being  constantly  trained  in  all  technical  branches. 

They  are  the  only  officers  in  the  navy  who  are  trained  in  such  a  manner.  Therefore 
they  are  the  only  ones  capable  of  directing  all  technical  branches  for  the  purpose  for 
which  technical  work  is  carried  on  at  a  navy-yard. 

The  navy-yard  manager  (if  he  be  not  the  commandant)  should  therefore  be  an  officer 
fulfilling  these  requirements,  that  is  if  we  are  to  apply  commercial  business  methods 
to  management  and  organization  of  our  navy -yards. 

There  are  a  great  many  officers  in  the  line  fulfilling  these  requirements.  There  are 
none  in  other  branches  of  the  service. 

Fact  S. — "Organization "  and  "administration "  are  not  the  same  thing.  Oiganiza- 
tion  is  not  shop  systems  and  "industrial  methods  in  the  details  of  administration." 

The  former  should  take  cognizance  of  what  a  navy-yard  is  for;  the  latter  is  entirely 
an  industrial  question. 

"Business"  methods  must  be  applied  to  each,  but  it  is  necessary  to  be  sure  what 
the  "business"  in  each  case  is  and  how  and  why  commercial  concerns  do  certain 
things. 

This  organization  and  administration  seems,  in  this  particular  way,  to  be  contin- 
ually confounded  in  the  application  of  commercial  metnods. 

Administration  and  organization  do  not  depend  on  each  other.  That  is  to  say, 
either  one,  or  both,  may  be  good  or  bad.    Each  one  being  defective  can  nullify  the 
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good  points  of  the  other.  Therefore  it  is  absolutely  necesBaiy  to  not  confuse  navy- 
yard  organization  and  commercial  organization  with  the  details  of  administration. 

Fact  4<  Shop  systems  and  the  admmistrative  technical  details  of  a  navy-yard  are 
easily  learned.  There  is  nothing  difficult  or  m^^sterious  about  them.  The  *' direct 
direction"  of  work  by  the  best  technical  talent  is  a  matter  of  ''organization."  The 
methods  employed  in  shops  to  produce  the  best  work  cheaply  is  a  matter  of  ''admin- 
istration." 

The  same  system  which  places  under  a  naval  constructor  the  direction  of  the 
materiel  of  the  navy  or  the  manufacturing  department  of  a  yard  would  place 
the  command  of  a  ship  under  the  chief  engineer  or  the  direction  of  a  bank  under  the 
cashier. 

Fact  5, — ^That  the  main  features  of  the  present  oiganization  are: 

il)  A  manu^turing  department. 
2)  A  manager  (who  is  a  naval  constructor). 
3)  All  labor  and  accounts  in  the  manufacturing;  department. 
4)  Indirect  supervision  And  responsibility  by  mspectors. 
5)  Great  centralization.    (All  eiee  as  before.) 
Anv  one  of  these  five  features  of  the  organization  can  be  changed  or  modified  with- 
out cnange  of  administrative  methods,  shop  systems,  or  consolidation  of  shops,  trades, 
and  materiel. 
Observable  changes  are: 

(1)  Division  of  manu&cturing  department  in  two  (as  is  usual  in  commercial 

practice). 

(2)  Arran^  for  consolidation  by  other  methods  or  by  putting  a  fleet  officer  in 
the  billet. 

Place  accounts  in  one  office— say,  paymaster  of  yard. 
Have  inspectors  direct  work,  manumcturing  department  furnishing  work- 
men.   (This  is  the  usual  natiural  method.) 
(5)  Arrange  for  a  more  flexible  system  of  decentralization. 

The  above  is  submitted  merely  to  show  that  organization  can  be  modified  without 
modifying  the  commercial  principles  of  shop  and  trade  consolidation. 

Any  one  of  the  above  changes  would  change  the  organization  but  would  not  affect 
in  any  way  the  use  of  the  best  commercial  methods  in  the  administration  of  the  y^urd. 

Fact  6. — ^The  methods  of  private  shipyards  are  not  employed  by  General  Order 
No.  9.  This  is  supposed  to  be  the  case,  but  there  are  considerable  differences.  The 
basic  difference  of  principle  was  shown  under  *'fact  2." 

First.  The  methcxl  of  a  shipyard  in  its  relation  with  inspectors  is  that  its  draftsmen, 
storekeepers^  risers,  construction  and  machinery  foremen,  canvas  men,  etc.,  com- 
municate directly  with  the  inspectors.  This  method  is  discouraged  as  much  as 
possible  in  instructions  under  General  Order  No.  9.  Consequently  centralization, 
with  its  wasteful  methods  as  to  time,  is  the  result.  It  is  the  only  way  naval  con- 
structors have  worked  before  and  possibly  the  only  way  they  know.  It  is  their 
training  and  the  training  least  suitea  to  the  mana^ment  of  large  affairs. 

Leadingmen  say,  ouite  rightly,  that  it  is  the  inspector  they  must  satisfy,  not  the 
manager.  But  no,  mey  are  discouraged  from  anytning  tending  to  decentiulization 
of  work,  which  latter  is  the  actual  method  of  business  concerns  in  dealing  with 
inspectors. 

Centralization  ruined  France's  finances  before  the  Revolution,  and  that  and  the 
shore  technical  corps'  ascendancy  (just  what  we  are  tending  toward)  have  had  their 
great  share  in  running  down  the  French  navy. 

Second.  I  believe  I  am  correct  in  stating  that  practically  all  shipyards  in  the  world 
have  two  great  divisions— construction  and  engineering.  Each  is  a  large  order  in 
itself,  a  complete  profession.  In  works  like  Vickers-Maxim's,  or  Armstrong's,  there  is 
^so  a  complete  ordnance  division. 

Therefore,  "fact  6 "  is  that  General  Order  No.  9,  although  claiming  to  put  the  indus- 
trial portion  of  our  military  bases  on  a  sound  commercial  foundation,  does  not  copy  the 
almost  universal  system  used  in  the  commercial  world. 

Fact  7.— Consolidation  of  shops  and  trades  and  consolidation  of  accounts  are  sound 
business  sense,  and  no  navy-yani  should  have  anything  else. 

These,  however,  are  not  exclusively  a  feature  of  General  Order  No.  9,  and  do  not 
have  any  bearing  on  the  naval  constructor-manager  feature,  nor  the  indirect  direction 
feature  of  that  general  order. 

They  can,  and  should  be,  combined  with  the  usual  commercial  methods  obtaining 
in  private  shipyards  and  similar  industrial  establishments. 

These  methods  are: 

Financial  (fleet  efficiency).    Direction,  the  head  of  the  firm. 
Technical  direction  under  financial  control.    Manager,  who  has  technically 
trained  understanding  of  the  whole  output. 
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(3)  Dual  division  of  construction  and  en^neering,  with  separate  drafting  rooms 

and  staff,  and  evstem  of  inspecting  work. 

(4)  Consolidation  of  shops  and  trades  (flexible  to  suit  conditions). 

(5)  Accounting  and  money  in  financial  control's  office  (not  technical  head's 

office). 

(6)  Material  supplied  bv  purchasing  agent,  under  specifications  from  the  dififer- 

ent  divisions  of  tne  "concern.** 

(7)  Control  and  responsibility  of  stores,  as  best  indicated. 

I  believe  this  basic  organization  will  apply  to  any  shipyard  managed  for  financial 
gain,  and,  with  proper  application,  should  apply  to  any  industrial  busmeas. 

MBMORANDUV  KB  GBNBRAL  OBDBB  NO.  9. 

Due  to  the  s3rBtem  of  nonexpert  superintendents  in  manu^turing  department, 
the  present  method  is  fraught  in  all  its  detail  steps  with  divided  responsibility  ana 
necessity  for  going  over  a  lot  of  work  in  company  between  the  mfinager  and  inspector — 
absolutely  unnecessary  if  the  direct  and  natural  method  of  sujpervision  were  in  use. 
This  makes  all  work  slow  in  starting  and  slow  in  execution,  with  the  loss  of  economy 
necessarily  resulting.  There  may  be  hesitancy  on  the  part  of  either  mana^  or 
inspector  to  say  definitely  whether  a  job  should  be  started,  or  a  difference  of  opinion, 
necessitating  adjustment  and  delays,  as  to  how  or  when  it  should  be  undertaken. 

These  delays  are  due  entirelv  to  the  system  itself,  not  its  administration,  and  must 
always  continue.  This  should  be  noted.  Efficient  and  economical  work  can  only 
result  from  single  responsibility. 

It  is  unnecessary  to  state  that  the  imperfect  and  second-hand  knowledj^  naval 
constructors  have  of  ordnance,  equipment,  and  engineering  is  the  only  kmd  they 
can  have,  as  it  is  outside  of  their  province  and  training,  ana  must  forever  preclude 
possibility  of  efficiency  ii  the  '* single  responsibility'*  should  finally  be  allowed  to 
rest  with  them. 

There  is,  therefore,  only  one  efficient  and  economical  solution  of  the  auestion,  and 
that  is  to  have  specialists  superintend  work  their  special  knowledg^e  nts  them  for, 
as  obtained  before  February  1.  No  commercial  concern  would  consider  the  present 
method  one  minute. 

RefertoNo.  ie2.R.]  [D. 

Navy- Yard,  Portmumth,  N,  E.,  April  16, 1909. 

Sir:  I  respectfully  acknowledge  the  receipt  of  copy  department  letter  No.  27174F-6, 
dated  April  12,  1909,  and  in  compliance  with  instructions  contained  in  the  first  in- 
dorsement, I  submit  the  following: 

2.  In  re  paragraph  1.  In  my  opinion  the  transfer  of  the  work  of  the  department 
ofyards  and  docks  to  the  manufacturing  department  does  not  and  will  not  inure  to 
efficiency  or  economy  of  the  work  pertaining  to  the  department  of  yards  and  docks  as 
it  existed  previous  to  the  consolidation.  The  department  of  yards  and  docks  was 
in  no  way  a  manufacturing  department;  on  the  contrary,  it  was  solely  an  expending 
department,  engaged  solely  upon  maintenance  of  the  entiro  plant  of  the  yard,  looking 
to  the  efficiency  thereof  for  the  uses  of  the  manufacturing  departments  of  construction 
and  repair  and  steam  engineering,  embracing  facilities  for  handling  and  storing 
supplies.  The  work  of  this  department  was  and  is  entirely  foreign  to  the  work  of  the 
other  departments,  of  an  entirely  different  character.  Under  the  new  r^me  the 
work  pertaining  to  yards  and  docks  has  loaded  upon  it  its  percentage  of  so-called ' '  over- 
head chaises  *^in  the  same  way  as  strictly  manufactunng  work.  In  large  business 
establishments  the  charj^es  for  maintenance  of  plant  aro  made  against  a  deterioration 
fund  made  and  maintained  by  setting  aside  a  stated  sum  from  earnings  at  stated 
intervals.  Furthermore,  the  work  pertaining  to  yards  and  docks  is  of  such  multi- 
farious character  and  such  extent  that  it  is  sufficient  to  keep  one  well-organized  depart- 
ment very  busy  to  properly  administer  the  organization,  and  superintend  the  work 
intelligently. 

3.  In  re  paragraph  2.  In  my  opinion  the  saving  in  machine  shop  and  storage  space 
under  this  reor^nization  scheme  will  be  practically  nil.  Certain  transfers  from 
buildings  occupied  by  the  old  department  of  steam  engineering,  due  to  the  erection 
of  buildings  80,  84,  95,  and  96,  had  been  partially  carri^  out  previous  to  the  consoli- 
dation, leaving  other  buildings  for  future  occupancy  as  soon  as  the  transfers  had  been 
completed.  Since  the  consolidation  buildincs  42  and  65,  previously  occupied  by 
yards  and  docks,  have  been  vacated  and  the  few  tools  transfenred  to  other  buildings 
occupied  by  construction  and  repair.  Building  42  is  to  be  converted  into  a  storehouse 
for  lumber.    The  necessity  for  this  I  do  not  entirely  comprehend. 

4.  In  re  paragraph  3:  (I)  The  work  carried  on  in  building  42  previous  to  the  con- 
solidation has  been  discontinued,  but  this  work  was  in  no  sense  manufacturing  work, 
as  set  forth  in  second  paragraph  above.    The  same  comment  applies  to  building  65. 
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(2)  To  Construction  and  Repair  machine  shop,  building  45,  and  to  Construction 
and  Repair  tinner  and  plumber  shop,  buildine  76.  * 

(3)  Yards  and  Docks  machine  shop,  building  42,  and  Yards  and  Docks  tinner  and 
plumber  shop,  building  65.  « 

^4)  See  (2)  above. 

(5)  I  know  of  none. 

(6)  I  know  of  no  transfer. 

(7)  I  know  of  none. 

(8)  I  know  of  no  transfer. 

(9)  Building  42,  brick,  65  by  200  feet,  one  story  and  attic.  Building  65,  brick, 
30  by  50  feet,  two-story. 

QO)  I  know  of  no  changes  in  location  of  the  inspector's  offices. 

(11)  I  know  of  no  saving  in  the  operation  of  the  power  nlant,  yard  transportation 
facilities,  or  other  operative  parts  of  the  yard.  At  about  tne  time  the  consolidation 
went  into  effect  the  new  economizers  in  the  power  house  were  put  into  service,  thereby 
effecting  quite  a  saving  in  the  cost  of  its  operation,  but  sucn  saving  was  in  no  way 
due  to  consolidation.  In  my  opinion  no  saving  will  result,  but,  on  the  contrary, 
increased  cost. 

(12)  The  system  under  which  I  inspect  the  work  being  done  by  the  manufacturing 
department  is  as  follows:  When  work  is  to  be  done  for  the  Bureau  of  Yards  and  Docks, 
plans  and  specifications,  where  necessary,  are  prepared  in  mv  office  and  suppliea 
the  manager  of  the  manufacturing  department.  W'nen  the  work  is  in  hand,  I  visit  it 
and  notice  whether  or  not  it  is  being  done  properly.  When  the  work  has  been  done, 
if  satisfactory,  the  memorandum  copy  of  job  order  is  O.  K.'d  and  returned  to  the 
manufacturing  department;  if  in  the  course  of  the  work  I  notice  anything  not  being 

Eroperly  done,  I  correct  it.  Any  change  that  will  be  for  the  interest  of  the  work  I 
ave  the  attention  of  the  manager  called  thereto.  I  keep  no  record  of  my  visits  to 
the  work.  I  have  the  services  of  the  different  foremen,  etc.,  when  needed  m  making 
inspections. 

(13)  The  reports  atad  returns,  showing  cost  of  labor  and  material  for  the  different 
jobs,  which  are  submitted  by  the  manager  of  the  manufacturing  department. 

(14)  In  the  prosecution  of  the  work  of  the  Bureau  of  Yards  and  Docks  there  is  very 
little  opportunity  for  study  of  manufacturing  and  repair  work,  mechanical  processes, 
etc.;  wnere  jobs  of  any  extent  are  done  they  are  as  a  rule  done  by  contract,  and  the 
inspector  has  no  opportunity  for  anything  except  to  note  the  finished  product  and 
whether  or  not  the  work  is  being  done  as  reouired  by  specification.  Very  little 
machine  work  comes  imder  the  cof^izance  of  tne  Bureau  of  Yards  and  Docks,  just 
such  as  is  necessary  for  current  repair  work  on  the  water,  heat,  light,  and  power  systems. 

(15)  Inspectors  can  very  readily  keep  themselves  in  touch  with  the  work  as  it 
progresses.  Materials  are  obtained  on  requisitions  prepared  by  the  general  store- 
keeper. When  necessary  the  manager  of  the  manufacturing  department  supplies 
the  specifications.  When  the  materials  are  delivered  the  inspector  representing  the 
bureau  to  which  the  materials  pertain  is  informed,  and  they  are  inspected  and  then 
passed  to  the  custody  of  the  general  storekeeper,  until  such  time  as  they  are  drawn 
out  for  use  by  the  manufacturing  department,  and  the  care  thereof  rests  ux>on  the 
general  storekeeper.  The  manager  of  the  manufacturing  department  becomes  the 
custodian  of  materials  after  they  are  drawn  from  store  for  use  and  is  responsible  for 
the  care  thereof,  and  is  also  responsible  for  the  proper  use  of  the  materials.  Tlie 
inspector's  responsibility  consists  in  having  the  work  performed  in  accordance  with 
requirements.  Waste  is  guarded  against  by  the  manager  of  the  manufacturing 
department  as  carefully  as  would  be  done  under  the  old  system  by  the  inspectors, 
acting  as  heads  of  departments. 

(16)  The  present  system  is,  in  my  opinion,  decidedly  inferior  to  the  former  system 
in  assuring  the  detection  of  errors  or  mistakes  in  the  work  pertaining  to  the  different 
bureausj  for  the  reason  that  in  the  complexity  of  the  system  much  greater  liability  to 
error  exists  than  would  when  each  bureau's  work  is  carried  on  by  its  own  representa- 
tive, who  has  only  the  work  and  accounts  of  that  bureau  to  care  for. 

5.  The  above  are  my  personal  opinions,  based  on  my  observation  of  the  working  of 
the  present  system.  In  carrying  on  work  being  done  by  contract  under  my  super- 
vision I  have  found,  on  several  occasions,  the  system  cumbersome,  and  have  been 
subjected  to  what  I  consider  unnecessary  delays  in  cases  when,  in  the  prosecution  of 
my  work,  I  have  had  to  call  upon  the  manager  of  the  manufacturing  department  for 
work  in  connection  therewith. 
Very  respectfully, 

U.  S.  G.  WHfTB, 

OivU  Engineer,  U.  S.  Navy, 

hupeetor  of  Public  Worki, 

The  OOMMANDAKT. 

21896-10 ^9 
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Oanenl  Order  No.  1, 1900— Revised.]  [F. 

Navy- Yard,  Portsmouth,  N.  H.,  March  5, 1909. 

In  accordance  with  the  department's  General  Order  No.  9.  of  January  25,  1909, 
Naval  Constructor  John  G.  Tawresey,  U.  S.  Navy,  is  principal  technical  assistant  to 
the  commandant,  under  the  designation  of  ''manager  of  the  manufacturing" — ''man- 
ager manufacturing  department,"  or  "manager,"  for  brevity: 

Capt.  C.  J.  Bousn,  U.  S.  Navy,  captain  of  the  yard;  Capt.  A.  V.  Zane,  U.  S.  Navy, 
inspector  of  machinery;  Lieut.-Commander  A.  B.  Hoff^  U.  S.  Navy,  inspector  of 
ordnance  and  equipment;  Civil  Engineer  U.  S.  G.  White,  U.  S.  Navy,  consulting 
engineer  and  inspector  of  public  works. 

The  captain  of  the  yardy  m  addition  to  the  duties  laid  down  in  articles  1566  and  1589, 
Navy  Regulations,  1909,  has  the  immediate  chaige  of  all  policing  and  cleaning  of  tiie 
yard,  its  streets,  walks^  and  paths,  together  with  the  care  of  all  craft  afloat  not  in  com- 
miasion,  so  far  as  their  mooring,  securing,  safety,  and  preservation  are  concerned. 
This  in  no  way  relieves  the  manager  and  inspectors  of  their  responsibilities  for  the  care 
of  the  craft  and  material  on  board. 

The  manager  of  the  manufacturing  plant  has  charge  of  all  public  works,  the  equipment 
thereof,  and  the  employees  therein  not  otherwise  specified,  for  their  management, 
care,  repair,  improvement,  and  preservation,  and  of  all  public  material,  machinery, 
tools,  stock,  ana  appliances  on  the  yard  or  connected  tnerewith  not  carried  by  the 
general  storekeeper,  Bureau  of  Medicine  and  Surgery,  or  Marine  Corps.  The  naval 
magazine,  naval  prison,  and  wireless  telegraph  station  are  exempt  from  this  order,  and 
the  coaling  plant  is  transferred  to  the  general  storekeeper. 

The  inspector  of  machinery  will  inspect  all  material  and  work  coming  under  the  cog- 
nizance 01  the  Bureau  of  Steam  Engineering,  as  generally  described  in  article  9,  and 
articles  1590-1,  Navy  Regulations,  1909,  also  all  other  machinery  on  board  ship  run 
by  steam,  water,  or  air.  He  will  inspect  all  stationary  boilers  on  the  yard  as  now  re- 
quired by  article  1572,  paragraphs  2,  3,  and  4,  Navy  Regulations,  1909^  and  all  ma- 
cninery  operated  by  steam  or  compressed  air.  In  addition  thereto  he  will  inspect  all 
work  on  board  ships  not  in  commission  that  is  closely  related  to  and  intimately  affects 
what  is  known  as  tne  "engineer  department ''  of  the  ship,  such  asthe  valves  and  pipes  of 
the  drainage  system,  the  arrangement  and  condition  of  bunkers,  with  their  approaches, 
doors,  and  coaling  facilities;  hatches,  ventilators,  and  ventilating  pipes;  wash  rooms, 
storerooms,  offices,  shops,  and  tools  of  the  engineer  department;  m  short,  whatever 
would  naturally  interest  and  directly  concern  the  senior  engineer  of  the  ship  when 
commissioned.  He  will  inform  the  manager  immediately  when,  in  his  judgment, 
the  planning  or  execution  of  this  work  may  be  improved  upon,  and  differences  ox 
opimon  not  adjusted  will  be  referred  to  the  commandant. 

It  is  particularly  incumbent  upon  the  inspector  of  machinery  to  report  in  season 
anything  that  may  be  advantageously  or  economically  omitted. 

The  inspector  of  equipment  will  inspect  all  material  and  work  coming  under  the 
cognizance  of  the  Bureau  of  Equipment,  as  generally  described  in  paragraph  2,  article 
5  and  article  1590,  of  the  Navy  Regulations,  1909. 

In  addition  thereto  he  will  inspect  all  other  work  and  appliances  on  board  ships  not 
in  commission  connected  with  tne  electric  plant;  for  intercommunication,  handling, 
piloting,  or  manipulating  the  ship;  that  which  pertains  to  the  habitability,  such  as 
cooking,  berthing,  messing,  care  and  sanitation  of  the  ship,  etc.,  such  as  comes  under 
the  executive  and  navigating  officers  of  the  ship  when  commissioned,  including  those 
parts  of  the  ship  assigned  to  the  medical  and  pay  officers,  such  as  sick  bay,  dispensary, 
and  storerooms^  which,  as  a  practical  seagoing  officer,  he  is  best  qualined  to  surest 
and  inspect.  He  may  at  any  time  request  suggestions  from  the  pay  and  medical 
officers  of  the  yard. 

He  will  inform  the  manager  immediately  when,  in  his  opinion,  the  planning  or  exe- 
cution of  this  work  can  be  improved  upon.  Differences  of  opinion  not  capable  of 
adjustment  will  be  reported  to  tne  commandant. 

It  is  particularly  incumbent  upon  the  inspector  of  equipment  to  report  in  season 
anything  that  he  may  believe  can  be  advantageously  or  economically  omitted. 

The  inspector  of  ordnance  will  inspect  all  material  and  work  coming  under  the 
Bureau  of  Ordnance,  as  generally  described  in  paragraphs  3  and  4,  article  7  and  article 
1590,  Nay^r  Reeulations,  1909. 

In  addition  thereto  he  will  inspect  all  work  on  board  ships  not  in  commission  that  is 
closely  related  to  and  intimately  affects  the  ordnance  department  of  the  ship,  such  as 
gun  mounts,  turrets,  ports  and  snutters,  fire  control,  magazines,  shell  rooms,  drainage, 
approaches  and  conveniences,  storerooms,  armories,  offices,  flood  cocks,  etc.;  in  short, 
everything  that  naturally  interests  and  directly  concerns  the  ordnance  officer  of  the 
ship  when  conuniadoned. 
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He  will  inform  the  manager  immediately  when,  in  his  judgment,  the  planning  or  the 
execution  of  thu  work  may  be  improved  upon.  Differences  of  opinion  not  capable  of 
adjustment  will  be  reported  to  the  commandant. 

It  is  particularly  incumbent  upon  the  inspector  of  ordnance  to  report  in  reason 
everjrthing  that  he  may  believe  can  be  advantageously  or  economically  omitted. 

Snips  in  commission. — Work  for  ships  in  commi.^«5ion,  on  board  and  in  8ho|)s,  will  be 
insnected  by  the  officers  of  the  ships,  appointc<l  by  their  commanding  ofHcer,  who 
will  be  responsible  to  him.  They  will  consult  freely  with  the  manager  and  his  assist- 
ants and  the  yard  inspectors. 

The  yard  inspectors  will  keep  in  touch  with  the  work  as  it  progresses  and  give  the 
ship  inspectors  the  benefit  of  their  experience.  Should  the  commanding  officer  find 
fault  with  the  work  being  done,  or  its  progress,  he  will  at  once  report  it  to  the  com- 
mandant, through  the  manager,  specifying  wherein  it  is  unsatisfactory. 

Upon  the  arrival  at  the  navy-yard  of  a  ship  in  commission  the  commanding  officer 
will  furnish  the  commandant  with  a  list  of  his  inspectors  and  their  particular  duties. 

All  tests  of  machinery,  power,  and  appliances  of  importance  will  be  made  in  the 

Eresence  of  the  inspector  concerned,  who  will  be  informed  of  the  time  and  place  of  test 
y  the  manager,  and  the  reix)rt  thereon,  when  made  in  writing,  pigned  by  both. 

Inspectors  in  general. — ^1  nere  being  no  officer  available  for  detail  as  inspector  of 
conatruction  on  ships  out  of  commission,  the  three  inspectors  before  mentioned  will 
perform  this  duty,  more  especially  each  one  in  those  parts  of  the  ship  where  his  work 
pertains,  but  not  confining  himself  thereto;  on  the  contrary,  extending  all  over  the 
ship,  and  giving  the  manager  the  benefit  of  his  knowledge  and  experience,  consulting 
freely  witn  him,  recommending  omissions  and  alterations  in  due  time  to  economize 
labor,  material,  time,  and  weight. 

The  inspector  of  public  works  will  be  attached  to  the  commandant's  office  and  will 
inspect  all  work  done  on  what  is  generally  termed  "public  works,"  such  as  dry  docks, 
key  walls,  railways,  and  buildings;  water,  power  and  light  extensions  and  the  plans 
therefor;  power  plant  extension  and  all  contract  work;  repairs  to  dwellings,  furniture, 
and  fittings;  plans  for  grading  and  laying  out  of  the  same;  sewers,  drains,  etc.  lie 
will  notify  the  manager  when  any  work  is  not  beinp  properly^  expeditiously,  or 
economically  done,  and  report  to  the  commandant  when  it  is  not  satisfactorily  adjusted. 
In  contract  work  he  will  report  directly  to  the  commandant  when  it  can  not  be  satis- 
factorily adjusted  with  contractor. 

Inspection  of  material. — Owing  to  the  scarcity  of  officers  in  the  manufacturing 
depaitment,  only  one  commissioned  officer  besides  the  manager,  material  delivered 
will  be  inspected  as  heretofore  -  that  used  mostly  under  equipment  by  the  inspector 
of  eouipment;  under  ordnance  by  the  inspector  of  ordnance;  under  steam  engineering 
by  tne  inspector  of  machinery;  and,  under  yards  and  docks  by  the  inspector  of  public 
works. 

Request  for  repairs  on  ships  in  commission  within  the  jurisdiction  of  this  station 
will  be  made  on  the  commandant  and  forwarded  via  the  manager,  who,  after  consulting 
the  inspector  concerned  when  necessary,  will  forward  with  recommendation  and  esti- 
mate of  time  and  cost. 

Job  orders. — Copies  of  all  job  orders  for  work  will  be  furnished  by  the  manager  to  the 
inspectors  concerned,  and  for  work  on  board  ships  in  commission  to  the  commanding 
officers.  WTien  completed  they  will  be  returned  to  the  manager  O.  K.'ed,  if  satisfactory. 
If  not  satisfactory,  wherein  they  are  not  will  be  stated;  and  if  not  adjusted  without 
delay,  referred  to  the  commandant.  Copies  of  job  orders  on  the  marine  barracks, 
naval  prison,  and  hospital  will  be  furnished  these  commanding  officers,  who  will  be 
the  inspectors.    Those  on  the  wireless  station,  to  the  inspector  of  equipment. 

Requisitions. — In  general,  open-purchase  requisitions  lor  all  ordinary  supplies  will 
be  prepared  by  the  general  storekeeper.  Specifications  will  be  furni«hea  him  by 
the  manager  of  the  manufacturing  department  for  special  machinery,  intricate  appli- 
ances, special  instruments,  etc. 

Specincations  for  open  contract  on  buildings  and  grounds,  docks,  quay  walls,  etc., 
will  be  furnished  by  the  consulting  engineer  and  inspector  of  public  works.  All 
standard  samples  heretofore  in  the  custody  of  the  various  departments  will  be  trans- 
ferred to  the  general  storekeeper. 

Correspondence. — All  orders  for  work  to  be  done  and  the  directions  as  to  the  manner 
of  doing  it,  together  with  plans,  specifications,  and  the  cost  thereof,  also  referring  to 
funds  and  expenses,  will  oe  forwarded  by  the  commandant  to  the  manager  of  the 
manufacturing  department,  where  they  will  be  filed. 

They  will  be  reierred  by  the  manager  to  the  inspectors  and  commanding  officers  of 
ships  m  commission  concerned  for  their  information  and  guidance.  The  inspectors 
will  have  access  at  all  tim^  to  the  correspondence,  plans,  specifications,  etc.,  pertain- 
ing to  their  work. 
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Original  work  not  authorized  by  the  department  will  be  undertaken  on  order  of  the 
commandant,  and  no  authorized  and  planned  work  will  be  materially  changed  without 
hifi  authority. 

E.  K.  Moore, 
Rear 'Admiral,  U,  8,  Navy,  Commandant, 


4. 

Mo.  2001,  S701.] 

United  States  Navy-Yard, 
BostOTiy  Mass.f  April  16,  1909, 
Sir:  1.  Replying  to  the  department's  letter  of  April  12,  1909, 
received  here  on  April  15, 1  shall  forward  herewith  a  number  of  papers 
which  contain  comments  and  answers  to  the  inquiries  in  the  above 
letter  (No.  27,174a-12).  The  department  will  reahze  that  any  prompt 
answer  to  a  letter  covering  so  much  ground  must  necessarily  oe 
superficial  in  the  discussion  of  questions  covering  such  a  variety  of 
subjects,  and  subjects  which  are  each  of  them  matters  demanding 
much  care  and  thought  to  make  the  answers  worthy  of  respectful 
consideration. 

2.  \\ith  reference  to  the  first  paragraph,  as  to  the  effect  of  the 
recent  reorganization  upon  the  efficiency  and  economy  of  work  now 
or  hereafter  undertaken,  I  have  no  hesitation  in  saying  that  such  a 
consolidation  of  shops  must  necessarily  in  the  end  advance  efficiency 
and  economy  of  work,  but  no  such  radical  changes  can  be  made  at 
such  short  notice  with  immediately  satisfactory  results  in  all  direc- 
tions. The  rearrangement  of  employees,  the  reassignment  of  lead- 
ing men  and  master  workmen  under  changed  conditions  and  in  new 
surroundings,  and  the  transfer  of  considerable  numbers  of  machines 
from  one  place  to  another  necessarily  produce  some  confusion,  and 
the  success  wliich  may  be  eventually  expected  must  come  after  the 
change  in  administrative  details  has  been  in  operation  long  enough  to 
obtain  experience  in  it  and  to  correct  the  mistakes  or  defects  wliich 
are  found. 

3.  \*  ith  reference  to  the  second  paragraph,  I  am  satisfied  that  there 
is  enough  space  available  in  the  shops  and  storehouses  as  now  assigned 
or  in  process  of  assignment  to  meet  the  requirements  of  the  yard  ade- 
quately for  a  number  of  years.  There  will  be  necessary  certain 
clianges  in  the  interior  arrangement  of  buildings  to  fit  them  for  their 
new  assignments  and  there  will  be  additional  labor-saving  devices 
needed  in  different  directions,  new  machines,  tools,  though  not  a  very 
large  number  of  them,  to  replace  old  and  antiquated  tools  now  here 
ana  which  have  occupied  floor  space  in  shops  for  years  without  ever 
being  called  upon  for  duty. 

4.  \\ith  reference  to  the  subheads  of  paragraph  3,  manufacturing 
work  has  been  discontinued  in  the  following  buildings,  the  machines 
being  transferred  to  building  103,  where  tlie  electrical  machine  shop 
is  now  installed,  and  building  42,  which,  having  formerly  been  the 
machine  shop,  foundry,  and  pattern  shop  in  steam  engineering,  now 
becomes  the  general  macliine  shop  of  the  navy-yard,  including  the 

Eattern  shop  and  foundiy.     Tools  are  being  transferred  there  from 
uilding  No.  39,  formerly  equipment  and  ordnance  macliine  shop: 
building  107;  formerly  yards  and  docks  machine  shop  and  general 
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workshops;  the  head  house  of  building  58,  formerly  repair  shop  for 
the  rope  walk;  building  106,  formerly  construction  maciiine  shop  or 
inside  ship-fitters'  shop;  and  building  22,  formerly  electrical  machine 
diop  in  construction. 

5.  In  addition  to  the  above  transfers  there  is  in  sight  a  consolidation 
by  which  pipe  fitting,  nickel  plating,  galvanizing,  and  plumbing  work 
will  be  transferred  from  buildmg  106  to  42,  thus  bringing  these  various 
trades  closer  together,  providing  for  a  more  satisfactory  supervision 
of  them,  and  also  placing  them  closer  to  the  berths  for  ships  here  under 
repairs.  When  tnis  is  completed  the  manufacturing  work  done  for 
ships  will  be  practically  concentrated  in  buildings  33  (sail  loft),  36 
(jomer  shop),  42  (general  maciiine  shop),  103  (electrical  shop),  104 
(outside  ship-fitters'  shop),  105  (smithery),  77  (boat  shop),  and  114 
(sawmill).  The  painters  remain  in  building  No.  125,  which  they 
have  always  occupied,  and  there  will  be  certain  other  buildings  in 
which  riggers  and  laborers  have  lobbies  or  carry  on  their  work,  like 
buildings  24  and  130.  Building  40  continues  as  formerly  the  chain 
and  anchor  shop  and  building  58  as  the  ropewalk. 

6.  The  inclosures  will  give  in  detail  the  answers  to  the  subheads  of 
paragraph  3,  including  1,  2,  3,  4,  5,  6,  7,  and  8,  also  paragraph  10\ 

7.  With  reference  to  paragraph  9,  buildings  22,  39,  106,  and  107 
have  been  or  are  being  dismantled  and  abandoned  as  manufacturing 
establishments  and  taken  over  by  the  general  storekeeper  as  store- 
houses, thus  affording  him  ample  space  for  the  secure  and  economical 
disposal  of  stores  required  now  in  sight  and  a  very  adequate  provision 
for  any  expansion  of  his  needs  which  is  likely  to  occur  for  a  number 
of  years.  These  buildings  are  susceptible  of  a  very  satisfactory 
interior  arrangement,  can  be  provided  with  good  facilities  for  handling 
weights  used,  and  with  sucn  railroad  connections  as  will  tend  to 
economically  distribute  the  materials  stored  in  them.  Building  106 
will  provide  adequate  storage  space  for  all  special  ordnance  stores, 
including  guns  and  mounts;  for  a  variety  of  heavy  stores,  previously 
a  source  of  much  embarrassment  here,  such  as  crank  shafts,  pro- 

{ sellers,  evaporator  coils;  and  also,  it  is  believed,  an  adequate  store 
or  the  hull  material  heretofore  kept  in  the  open. 

8.  In  addition  to  what  has  been  already  said  it  should  be  borne  in 
mind  that  the  available  spaces  in  the  different  buildings  still  retained 
for  shop  work  is  very  large  indeed  and  will  provide  for  material  ex- 
pansion and  increased  productive  capacity  should  it  become  neces- 
sary. In  my  opinion,  based  upon  considerable  experience  in  shops, 
there  is  to-day  no  private  establishment  so  well  eauipped  as  to  floor 
areas  for  the  different  purposes  above  mentioned  as  is  this  navy- 
yard.  These  buildings  are  substantially  constructed,  well  lighted, 
well  provided  with  heat  and  ventilation.  Should  tne  department 
desire  more  detailed  descriptions  of  them  they  may  be  obtained  readily 
from  the  Bureau  of  Yards  and  Docks. 

9.  With  reference  to  paragraph  11,  page  2,  I  am  unwilling  to  ex- 
press now  any  definite  opinion  of  the  saving  to  be  expected  under 
the  changed  conditions  except  that  I  am  confident  that  by  the  1st 
of  July  very  considerable  improvements  over  the  existing  adminis- 
tration can  be  made,  resulting  in  reductions  of  the  expenditures 
incurred.  The  consolidation  of  power  plants  is  not  altogether  com- 
pleted, but  by  the  beginning  of  cold  weather  it  should  be  practicable 
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to  provide  light,  heat,  and  power  for  the  whole  navy-yard  from  bmld- 
ing  108,  thus  concentrating  all  labor  connected  with  this  field  in  one 
building.  Such  a  consolidation  should  considerably  reduce  the  ex- 
penses necessary  whore  heat,  light,  and  power  are  supplied  as  compared 
with  a  condition  including  three  or  more  power  plants. 

10.  The  statement  contained  in  the  report  of  the  manager  of  the 
manufacturing  department  on  page  6,  answering  paragraph  11  of 
the  department's  letter,  does  not  represent  a  sufliciently  close  analysis 
of  these  questions  to  be  accepted  as  accurate.  It  is  too  soon  to  see 
just  what  the  credit  and  debit  side  of  this  question  may  be  and  to 
obtain  a  satisfactory  balance. 

11.  The  answers  to  questions  12,  13,  14,  and  15  are  given  in  the 
reports  of  the  different  inspectors.  As  will  be  noted,  the  opinions 
expressed  by  them  vary  somewhat  and  are  not  favorable  to  the 
existing  organization,  but  it  appears  to  me  that  the  criticisms  made 
by  them  may  be  accepted  more  properly  as  criticisms  of  the  admin- 
istration rather  than  as  criticisms  of  the  system  itself.     If  the  pur- 

Eose  of  the  present  organization  is  solely  an  economical  and  business- 
ke  administration  of  navy-yards  I  see  no  reason  to  criticise  it,  and 
believe  that  what  criticism  there  is  should  be  directed  more  to  the 
manner  in  which  the  system  is  being  worked  out  and  executed  than 
to  the  system  itself. 

1*2.  Tliere  is,  however,  another  point  involved,  as  suggested  in 
question  14,  and  that  is  the  value  of  this  training  and  experience  to 
tne  line  officers  of  the  nay;^  on  duty  at  navy-yanls  as  compared  with 
the  value  of  such  a  training  where  they  were  directly  responsible 
as  heads  of  departments,  not  only  for  the  Quality  of  the  work  done, 
but  also  for  the  general  administration  of  tne  shops  in  which  it  was 
done  and  the  cost  of  manufacture.  I  am  quite  sure  that  that  addi- 
tional responsibility  was  a  great  stimulus  to  officers  associated  with 
the  navy-yard  administration  to  make  themselves  thoroughly 
famiUar  with  the  details  of  work  and  that  the  effect  of  such  familiar- 
ity would  be  as  they  transferred  from  ships  of  the  navy  to  the  shops 
in  the  navy-yards  and  from  the  shops  to  tne  ships  of  very  great  value 
to  the  naval  service  afloat  by  bringing  their  experience  at  sea  in  the 
use  of  things  manufactured  and  repaired  at  the  yard  back  into  the 
shops,  where  they  can  criticise  and  correct  the  faults  with  which  they 
had  been  brought  into  contact  afloat;  that  this  frequent  change  of 
duty  from  one  to  the  other  was  producing  a  group  of  officers  in  the 
navy  particularly  well  e€[uipped  for  the  management  and  responsi- 
bility of  the  teclmical  sides  of  naval  administration;  and  that  no 
other  course  seems  to  exist  by  which  we  can  obtain  such  very  desirable 
results. 

13.  With  reference  to  question  16, 1  have  no  fault  to  find  with  the  sys- 
tem, believing  that  the  results  accomplished  are  far  more  a  question 
of  administration  than  of  the  system  which  the  administration 
executes. 

14.  Referring  to  the  letter  of  the  manager  of  the  manufacturing 
department,  page  9,  paragraph  H,  the  incTosure  therein  referred  to 
is  not  forwarded,  the  matter  therein  discussed  being  still  open  and 
not  altogether  germane  to  the  quest  ions  at  issue. 

15.  In  conclusion,  it  is  my  expectation  to  be  in  Washington  the 
middle  of  the  coming  week,  at  which  time  I  shall  be  prepared  to 
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comment  on  anj  points  suggested  by  the  reports  of  the  manager  of 
the  manufacturmg  department  and  the  inspectors  which  accompany 
this  letter. 

Very  respectfully,  Wm.  Swift, 

Bear-Admiral,  U.  S.  Navy,  CommaniaTU. 

The  Secbbtabt  of  the  Navy, 

Navy  DepartmerU,  Washington,  D.  C. 


6. 

No.9»-€8W/D.) 

UNrrED  Statbs  Navt-Yard, 
Boston^  Maas.t  April  15 ^  1909. 
Sir:  Repl3rinff  to  the  Navy  Department's  letter  of  April  12,  requesting  report  upon 
the  present  condition  of  businesB  matters  in  this  yard  as  e£fected  by  the  reorganization, 
I  have  to  report  that  the  second  paragraph  of  that  letter  is  the  only  one  which 
seems  to  affect  this  department. 

2.  Owing  to  the  consolidation  of  various  machine  shops  and  other  manufacturing 
plants,  bufidings  107  and  39  have  been  vacated,  except  so  far  as  inspectors'  offices  are 
concerned.  Building  107  is  now  being  fitted  up  as  a  general  storehouse,  and  building 
39,  which  is  now  partly  occupied  by  ordnance  stores,  will  also  eventually  become  a 
^neral  storehouse  under  Uie  new  system.  Building  106,  from  which  the  machinery 
18  now  being  removed,  will  also,  it  is  understood,  become  eventually  a  storehouse  for 
ordnance  materials.  Practically  all  of  the  guns  have  already  been  put  in  that  build- 
ing, but  the  general  ordnance  stores  now  inl>uilding  39  will  not  be  removed  until  the 
machinery  in  building  106  is  entirely  removed. 

3.  The  addition  of  these  three  buildings  to  the  general  storekeeper's  department 
does  awa^  with  any  necessity  for  additional  buildings  at  this  yard  for  storehouse  pm> 
poses,  with  the  exception  of  an  oil  storehouse,  money  for  which  was  appropriated 
some  years  ap:o,  but  which  has  never  been  built.  This  oil  storehouse  would  not  be 
required  on  the  ^und  of  lack  of  snace  to  take  care  of  oil,  but  on  the  ground  of 
safety,  as  oils  and  mflammables  shoula  be  stored  in  a  separate  and  specially  constructed 
building. 

4.  A  comparison  of  the  requisitions  submitted  for  the  next  fiscal  year  with  those 
submitted  for  the  present  fiscal  year  shows  a  large  saving  in  quantities  asked  for  in 
fuel  of  all  kinds  for  yard  use  and  in  all  foundry  supplies.  Tne  net  amount  of  this 
savinjg  cannot  be  easily  approximated,  but  the  general  storekeeper  is  of  the  opinion 
that  it  will  aggregate  many  thousands  of  dollars  per  annum. 

Very  respectfully,  C.  8.  Williams, 

P<^  Director,  U,  8,  Navy,  General  Storekeeper, 

The  COMlf  ANDANT. 


6. 

L.463.] 

(Jnited  States  Navt-Yard, 
Boston f  Mass.,  April  l  ,  1909. 

Sm:  (1)  In  accordance  with  your  indorsement  No.  2001,  dated  April  16,  1909, 
upon  circular  letter  of  the  Navy  Department,  dated  April  12,  1909,  in  regard  to  fur- 
niahine  information  required  bearing  upon  the  consohdation  of  work  at  this  navy- 
yard,  I  would  reapectfully  state  as  follows: 

(2)  With  reference  to  paragraph  3  of  the  department's  letter  (10),  I  would  state 
that  the  present  location  of  the  inspector's  offices  is  the  same  a&occupied  by  the  head 
of  the  Department  of  Steam  Engineering  previous  to  consolidation,  no  change  having 
been  made. 

With  reference  to  subparagraph  (12)  under  paragraph  3  of  the  department's  letter 
r^arding  the  system  under  which  the  inspection  work  of  this  office  is  carried  on,  I 
would  respectfully  state  the  work  of  inspecting  the  important  articles,  of  making 
recommendations  to  the  commandant  as  to  the  necessity  for  doing  work  and  the 
manner  in  which  it  should  be  done,  or  in  the  case  of  details  where  report  is  made  to 
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the  manager  of  the  manufacturing  department  direct,  is  done  by  myself  as  inspector, 
or  by  mjr  assietant,  Lieut.  Commander  Walter  Ball,  U.  S.  Navy.  The  inspectors  on 
boara  ships — that  is,  the  senior  engineer  officers  of  the  ships — ^in  the  course  of  their 
inspection  work  on  their  respective  ships,  are  in  frequent  consultation  with  me  in 
regard  to  all  matters  concerning  the  work  on  their  vessels. 

It  is  my  custom  to  visit  the  drafting  room  each  day,  where  I  hold  consultations 
with  the  chief  machinery  draftsman,  arranging  details  of  plans  beforehand  and 
inspecting  the  work  in  progress  on  the  drawing  boards. 

The  two  subinypectors  detailed  to  my  office  are  assigned  one  to  the  inspection  of 
work  done  in  the  shops  and  the  other  to  work  done  on  £ips  not  in  commission.  The 
subinvpector  in  the  snops  carries  a  stamp  with  which  each  piece  is  stamped  as  soon 
as  it  passes  inspection  m  the  shop.  By  this  means  the  subinspector  on  the  ship  is 
able  to  make  certain  that  each  piece  has  passed  inspection  in  the  shop  before  it  is 
installed  in  the  ship,  and  the  suoinspector  on  the  ship  is  responsible  for  the  proper 
assembling  and  erecting  of  the  parts  as  received  from  the  nhopa.  These  subinspectors 
make  a  daily  report  to  me  of  each  part  or  piece  inspected,  which  reports  are  kept  on 
file.  It  is  thus  possible  for  me  to  determine  the  date  and  any  detaib  of  the  inspection 
of  any  particular  piece  which  has  gone  into  the  ships  since  the  system  went  into 
operation. 

The  duties  of  these  subinspectors  do  not,  in  general,  apply  to  the  work  on  ships  in 
commission,  although  where  pipe  or  valves  or  other  parts  reouiring  a  pressure  test  are 
tested  in  the  shop  the  subinspector  in  the  shop  attenas  to  sucn  inspections  in  order  not 
to  delay  the  work  by  the  necessity  for  sending  to  the  ship  for  an  inspector  to  come  to 
the  shop  and  witness  the  test. 

These  written  records  showing  all  the  inspections  by  the  subinspectors  are  taken 
down  and  typewritten  by  the  stenographer  in  mjr  office. 

The  master  mechanics  in  the  shops  have  been  instructed  to  notify  the  inspector  or 
subinspectors  whenever  a  job  is  completed  or  a  piece  of  work  is  ready  for  inspection; 
this  notification  which  is  first  by  telephone  is  confirmed  by  a  written  message.  Before 
starting  on  any  job  the  inspector  receives  from  the  manager  of  the  manufacturing 
department  three  copies  of  each  job  order  under  which  the  work  is  done.  \Mien  the 
work  is  completed  and  passed  two  of  these  job  orders  are  returned  to  the  manager  of 
the  manufacturing  department  marked  "Completed  and  passed."  The  manager 
keeps  one  copy  and  returns  the  other  with  a  statement  of  the  cost  of  the  iob  entered 
thereon ;  and  tnis  copy  is  kept  in  the  files  of  the  inspector.  The  inspector  also  receives 
from  the  manager  of  the  manu&cturing  department  copies  of  the  weekly  reports  of 
repairs  on  ships.. 

Whenever  assistance  has  been  needed  by  this  office  in  the  preparation  of  reports, 
the  making  of  estimatesj  or  other  duties  I  have  applied  to  the  manager  for  such  indi- 
viduals as  I  needed,  which  assistance  has  been  immediately  given  me. 

With  reference  to  subparagraph  (13);  *'  What  check  have  the  bureaus  against  extrav- 
agance, wastefulness,  or  inaccuracy  in  the  performance  of  work  done  for  them?  "  So 
far  as  I  can  see  the  bureaus  have  very  little  check  on  the  cost  of  work,  but  the  accuracy 
of  its  performance  should  be  sufficiently  guarded  by  the  in.8pection  work  done  by  the 
inspector's  office  which  should  insure  the  excellence  of  work  done.  Although  the 
inspector  receives  (some  considerable  time  after  the  work  is  done)  a  statement  of  its 
cost  (as  noted  in  the  preceding  paragraph)  he  has  no  control  over  the  circumstances 
under  which  the  cost  nas  been  incurred. 

With  reference  to  subparagraph  (14)  as  to  the  opportunities  afforded  the  inspector 
for  acquiring  a  knowledge  of  manufacturing  and  repair  work  and  mechanical  processes, 
and  the  costs  involved,  I  would  state  that  they  are  whatever  he  chooses  to  make  them. 
No  case  has  occurred  at  this  yard  where  any  desired  information  has  been  withheld; 
but  I  would  B&y  that  such  information,  while  it  may  be  obtained  by  asking  for  it,  the 
obtaining  of  this  is  not  in  line  with  the  duties  of  the  inspector.  In  certain  cases  it 
has  come  to  my  knowledge  that  certain  changes  in  shop  manage  nent  or  practice  were 
contemplated  which  were,  in  my  opinion,  sufficiently  improper  to  justify  me  in 
making  an  immediate  prote-t  to  the  manager  of  the  manufacturing  department  In 
these  cases  the  manai^er  iisnallv  followed  my  advice,  but  not  always.  For  instance, 
in  my  opinion  the  estimating  department,  which  has  been  established  at  a  cost  that 
must  be  large,  is  not  efficient  and  is  an  unnecessary  expense.  Such  estimates  as  I 
have  had  occasion  to  make  since  the  adoption  of  consolidation  have  been  made  by 
myself  personally,  as-listed  by  the  master  mechanics  interested;  which,  in  my  opinion, 
is  the  only  way  to  obtain  satisfactory  estimates. 

Many  thingn  have  been  done  in  connection  with  the  rearrangement  which  I  have 
believed  unwi'^e,  but  naturally  I  have  not  interfered  nor  attempted  to  give  unsought 
advice,  except  where  the  instance  appeared  to  me  to  be  absolutely  improper. 
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Under  this  present  system  the  assignment  of  work  to  the  different  master  mechanics 
is,  in  my  opinion,  in  many  cases  incorrect.  It  is  my  idea  that  this  83rstem  having 
been  adopted  for  the  purpose  of  consolidation  as  a  means  of  reducing  cost,  it  is 
improper  to  maintain  several  independent  machine  shops,  instead  of  having  all 
machme-fihop  work  done  in  one  shop  and'under  one  mana^ment. 

(4)  In  my  opinion  the  present  system  is  greatly  infenor  to  the  system  which  it 
succeeded.  Under  the  former  method  of  administration  the  head  of  department  had 
the  time  for  a  close,  personal  relation  with  his  shops  and  the  foremen.  He  had  the 
advatage  of  long  experience  in  similar  shops.  He  was  able  to  judge  also  of  the 
requirements  and  methods  necessary  for  the  production  of  ^ood  work  at  the  least  cost. 

(5)  In  regard  to  the  opportunities  afforded  inspectors  in  private  shipyard  estab- 
liflhments  1  would  say  that  the  duties  of  such  inspectors  are  considerably  dififerent, 
inasmuch  as  they  concern  themselves  simply  with  the  excellence  of  finished  product, 
and  not  at  all  with  the  cost  or  the  time  to  complete  such  products.  On  tne  other 
hand,  the  private  shipbuilding  establishments  have  an  interest  in  getting  poor  work 
accepted  which  does  not  exist  in  the  navy-yard;  so  that  much  of  the  attention  of 
the  mspectors  in  the  private  shipyards  must  be  directed  to  the  prevention  of  inferior 
workmanship  from  getting  into  tne  ships. 

(6)  The  inspectors  have  every  opportunity  to  keep  themselves  fully  in  touch  with 
the  work  of  tne  yard  pertaining  to  their  respective  bureaus,  in  so  far  as  the  letters 
received  from  the  bureaus  directing  work,  or  giving  instructions  in  regard  to  the 
details  of  work,  are  concerned,  as  they  are  always  referred  to  the  inspectors.  This 
enables  them  to  know  exactl^r  what  the  bureaus  desire  and  puts  them  in  the  position 
of  seeing  that  the  bureaus'  wishes  are  carried  out. 

(7)  In  regard  to  the  receipt,  transfer,  condition,  and  disposal  of  material  coming 
under  the  cop:nizance  of  theoureaus,  I  would  state  that  this  is  not  at  present  part  en 
the  information  received  by  this  office.    Requisitions  for  material  are  made  by  the 

Seneral  storekeeper  upon  memorandum  from  the  manager  of  the  manufacturing 
epartment.    Notice  of  its  receipt  is  eiven  by  the  general  storekeeper  to  the  manager 
and  by  his  subordinates  inspected — all  without  any  reference  to  the  inspectors. 

In  regard  to  the  material  retained  in  store  for  issue,  directions  were  given  that  the 
inspector  should  keep  track  of  the  material  in  the  custody  of  the  general  storekeeper, 
witn  a  view  to  an  occasional  inspection  for  the  purpose  of  guarding  against  deterioration. 
In  my  letter  to  you  of  February  5,  1909,  I  requested  that  the  TOueral  storekeeper 
should  furnish  me  with  a  list  of  such  articles  and  their  location,  so  that  I  might  comply 
with  this  order;  but  I  have  so  far  received  no  information  from  him  on  the  point,  and 
inasmuch  as  I  do  not  get  notice  of  material  received  or  passed  inspection,  I  am  wholly 
uninformed  as  to  what  is  in  store.  Under  the  previous  system,  where  all  engineering 
supplies  were  inspected  by  the  force  of  this  office  and  where  my  store  man  was 
constantly  going  to  the  storehouse  and  drawing  out  material  or  tumins  in  manufac- 
tured articles,  my  knowledge  of  what  was  in  store  was  considerable;  But  under  the 
present  conditions  this  has  been  reversed.  When  stores  or  parts  of  a  ship's  allowance 
are  ordered  manufactured,  such  articles  as  are  manufactured  in  the  shops  or  are 
repaired  or  assembled  there  are  subject  to  the  same  inspection  as  repairs  to  snips,  and 
consequently  are  inspected  by  the  inspector  or  his  subinspectors. 
very  respectfully, 

G.  E.  BuRD, 
Commander,  U.  8.  NavUj 
Inspector  of  Hulls  and  Machinery, 

The  COMlf  ANDANT. 


7. 

Befcrenoe  No.  3182.] 

Navt-Yabd, 
Boston^  Mass.f  April  15, 1909, 
Sib:  1.  In  compliance  with  your  indorsement  No.  2001  of  April  15,  and  referring 
to  the  department's  letter  of  April  12,  1909,  which  reouests  certain  information  with 
regard  to  the  recent  consolidation  scheme,  I  have  the  nonor  to  report  as  follows: 

2.  Taking  the  department's  letter  by  paragraphs  I  am  not  in  a  position  to  answer 
para^ph  2. 

3.  Referring  to  paragraph  3  by  items: 

(1)  In  what  machine  shops  has  manufacturing  work  been  discontinued? 

So  far  as  concerns  the  former  equipment  department,  manufacturing  has  been  dis- 
continued in  the  machine  shop,  building  39;  also,  since  April,  1908,  m  the  foundry 
and  carpenters'  shops  and  pattern  makers'  shop. 
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(2)  To  what  shops  has  such  work  been  transferred? 

Part  of  the  macnine-shop  work  is  now  done  by  the  master  machinist,  part  \jj  uav 
master  ship  fitter  outside,  and  part  by  the  tool  maker,  all  in  machine  shop,  building  42, 


formerly  used  by  the  steam-eneineering  department.  Carpenters'  work  is  now  aone 
by  the  nmster  joiner,  molding  by  the  molaer,  patterns  by  the  pattern  maker,  all  of 
the  manufacturing  denartment. 

(3)  What  machine  shops  have  been  dismantled? 

The  former  equipment  machine  shop  has  been  partially  dismantled. 

(4)  To  what  machine  shops  have  the  tools  noted  in  question  (3)  been  transferred? 
A  few  tools  and  appliances  have  been  removed  from  the  eauipment  machine  shop 

and  transferred  to  building  42,  the  machine  shop,  formeny  a  steam-engineeiing 
building. 

(5)  In  what  other  shops  or  buildings  has  work  been  discontinued? 

The  equipment  rigging  loft  has  been  transferred  from  the  second  floor,  building  103, 
to  the  third  floor  of  building  24  and  combined  with  the  construction  and  repair  rig- 
ginff  loft. 

The  smithery  in  building  40,  for  the  manufacture  of  chain  appendages,  has  been 
removed  to  building  105,  formerly  couBtruction  and  repair  smithery. 

The  equipment  outside  division,  with  headquarters  on  the  lower  floor,  building  103, 
has  been  transferred  to  the  lower  floor,  building  100,  and  consolidated  with  construc- 
tion and  repair  laborers  and  riggers  under  a  foreman  laborer,  who  also  has  charge  of 
all  rigging  work. 

(6)  I'o  what  shops  has  the  work  referred  to  in  question  (5)  been  transferred? 
This  information  is  given  in  the  answer  to  question  (5). 

^7)  What  other  shops  have  been  dismantled? 

None  of  the  other  former  equipment  shops  have  been  dismantled,  the  work  in  the 
sail  loft,  ropewalk,  foige  and  cnam  shops  being  carried  on  in  the  same  buildings.  No 
change  has  been  made  at  the  coal  pocket,  except  that  its  management  has  been  turned 
over  to  the  general  storekeeper. 

(8)  To  what  shops  have  tne  tools  or  appliances  in  shops  referred  to  in  question  (7) 
been  transferred? 

See  answer  to  question  (7). 

(9)  Specific  information  is  also  desired  as  to  the  character  and  size  of  buildings 
vacated  by  reason  of  the  consolidation  of  manufacturing  plants,  and  the  usee  to  which 
these  vacated  shops  have  been  or  are  proposed  to  be  assi^ed. 

Am  not  in  possession  of  full  information.  No  building  formerly  equipment  hafl 
been  wholly  vacated. 

(10)  Also  the  present  location  of  the  inspectors'  oflces,  and  whether  any  change 
has  been  made  from  the  old  arrangement. 

The  inspector  of  equipment  is  still  occupying  the  former  equipment  office  in  build- 
ing 39. 

(11)  Also,  any  approximate  statement  now  possible  as  to  the  net  saving  in  operation 
of  power  plant,  yard  transportation  facilities,  or  other  parts  of  the  yara  plant,  due 
to  consolidation,  so  far  as  such  statement  is  practicable.  Also,  an  approximate  state- 
ment of  what  additional  expense,  if  any,  will  be  incurred  by  the  system  established. 

Am  not  in  a  position  to  answer  this  question,  but  see  no  evidence  of  any  gain. 

(12)  What  is  the  system  by  which  tne  different  inspectors  inspect  work  done  in 
the  navy-yard  on  articles  under  cognizance  of  their  respective  bureaus?  What  record 
is  kept  of  their  inspections?  What  assistance  have  they  in  Tnalring  inspections  and  in 
recoming  the  work? 

Copies  of  job  orders  covering  all  work  are  furnished  the  inspector  of  equipment 
by  the  manufacturing  department.  If  the  work  concerns  a  ship  in  commission,  the 
inspector  of  equipment  takes  no  part  in  the  inspection  of  the  work,  unless  a  dispute 
arises  between  the  ship  inspector  and  the  manufacturing  department.  Should  such 
dispute  arise,  the  inspector  of  e(^uipment  would  be  obliged  to  take  one  side  or  the 
other — the  yard  side  or  the  ship  side — and  see  that  the  work  was  properly  carried  out 
according  to  the  plans  and  specifications  of  the  Bureau  of  Equipment;  in  otJier  words, 
adjust  the  difficulty,  or  refer  the  matter  to  higher  authority. 

With  reference  to  work  on  vessels  out  of  commission,  the  inspector  of  equipment 
either  inspects,  himself,  the  work,  or  requests  the  manufacturing  department  for 
expert  assistance.  I  always  mention  by  name  the  master  mechanic  whose  assistance 
I  require,  and  he  has  up  to  dat«  always  been  directed  to  report  to  me.  whereupon  he 
becomes  my  subinspector  for  the  time  being.  So  far  this  has  workea  satisfactorily. 
The  men  I  call  for  are  men  who  were  formerly  employed  by  the  equipment  department, 
and  are  thoroughly  familiar  with  the  work. 

With  reference  to  articles  to  be  repaired  under  survey,  work  not  directly  connected 
with  any  particular  ship,  the  same  method  ia  pursued.    Either  I  inspect  the  articlee 
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iD3^fle1f,  or  require  asristance  from  the  manu^turing  department  sufficient  to  satisfy 
myself  that  the  work  is  belns  properly  done. 

The  only  record  kept — ana  I  deem  it  sufficient— is  when  a  job  order  is  reported 
complete  it  is  marked  ** Satisfactory/'  or  '*Not  satisfactory/'  I  can  hardly  imagine 
one  oeing  reported  not  satisfactory,  for  of  course  the  inspector  of  equipment  would 
insist  upon  having  the  work  done  properly.  Briefly,  the  job  order  can  not  be  closed 
until  it  is  satisfactory  to  the  inspector  of  equipment. 

In  this  connection,  1  think  it  would  be  in  the  interests  of  efficiency  if  the  inspector 
of  equipment  had  a  subinspector  constantly  under  his  direct  orden.  The  man  I 
have  in  mind,  and  whom  I  nave  described  in  former  correspondence,  would  be  able 
to  cover  all  the  minor  jobs,  and  calls  on  the  manufacturing  department  for  Mr.  A 
for  an  hour,  Mr.  B  for  two  hours,  etc.,  which  must  result  in  a  certain  inconvenience 
and  interference  with  other  work,  would  be  obviated.  There  would  be  sufficient 
work  for  one  man  such  as  I  have  described  elsewhere  as  a  constant  attach^  of  this 
office. 

(13)  What  check  have  the  bureaus  against  extravagance,  wastefulness,  or  inaccuracy 
In  the  performance  of  work  done  for  them? 

All  estimates  made  by  the  manufacturing  department  for  equipment  work  pass 
throt^h  the  inspector  of  equipment's  office.  As  these  estimates  up  to  date  have 
be«ci  made,  and,  as  I  understand,  will  continue  to  be  made,  by  the  men  who  were 
formerly  employees  of  the  equipment  department,  and  who  are  thoroughly  reliable, 
I  have  up  to  date  the  same  control  of  estimates  as  I  had  before.  It  is  presumed  that 
the  estimates  are  not  being  exceeded.  According  to  the  rules,  when  a  job  order  is 
completed  and  returned  indorsed  as  satisfactory  by  the  inspector  of  equipment,  a 
copy  is  eventually  to  be  sent  back  to  the  inspector  of  equipment's  office  for  his  files, 
with  the  cost  of  the  job  recorded  on  it,  thus  forming  a  complete  record.  So  far, 
although  a  number  of  orders  have  been  completed  and  reported  as  satisfactorily 
finish^  by  the  ship  inspectors  and  countersigned  by  myself,  no  copy  has  been  returned 
with  the  cost  recorded  upon  it.  Therefore  I  can  not  tell  whether  m  any  one  case  the 
original  estimate  has  been  exceeded. 

(14)  What  opportunities  does  the  system  afford  the  inspectors  to  acquire  a  close 
knowledge  of  manufacturing  and  repair  work,  the  mechanical  processes,  and  the 
costs  involved,  so  that  Uiey  may  be  relied  upon  for  suggestions  and  opinions  in  regard 
to  the  development  and  improvement  of  the  outfits  under  their  supervision?  Is  the 
system  supenor  or  inferior  m  this  respect  to  the  system  it  succeeded?  How  does  it 
compare  m  this  respect  with  the  opportunities  afiforded  inspectors  in  private  ship- 
building establishments?  *  ' 

The  inspectors  have  free  access  to  all  the  shops,  to  the  ships  where  work  is  going  on, 
and  could  no  doubt  acquire  a  close  knowledge  of  the  manufacturing  and  repair  work, 
but,  as  an  inspector  is  one  who  looks  to  results,  it  is  hard  to  see  how,  until  the  job  is 
finally  completed,  he  can  form  any  notion  of  the  cost  involved.  As  the  actual  work  is 
under  the  onarge  of  the  manufacturing  department,  I  am  not  at  all  certain  that  sugges- 
tions or  opinions  are  a  part  of  the  inspector's  duty.  I  do  not  consider  the  system  at  all 
equal  in  efficiency  to  the  former  system.  Three  months  ago  the  present  inspector  was 
the  h«Eid  of  a  department.  He  could  alter,  arrange,  economize,  direct  cnan^  in 
methods,  which  he  is  in  no  position  to  do  now;  in  fact,  any  attempt  to  do  so  would,  in  my 
mind,  lead  to  friction  and  inefficiency.  This  particular  department  had  been  worked 
up  to  a  high  state  of  efficiency  before  I  reportea  here  for  duty  on  the  11th  of  February, 
1908.  The  shops  had  a  reputation  for  turning  out  cheap  work — I  believe  the  cheapest 
in  the  yard — and  unsurpassed  by  any  other  shops  in  the  quality  of  the  work.  I  fail  to 
see  that  any  improvement  whatever  has  developed  from  the  consolidation.  These 
opinions  are  in  direct  contradiction  to  the  opinions  I  held  and  expressed,  say,  the 
15th  of  last  January,  when  I  was  fully  in  favor  of  the  idea  of  consolidation;  in  fact, 
facinated  by  it. 

As  I  never  did  duty  as  an  inspector  in  private  shipbuilding  establishments,  I  am 
unable  to  say  how  the  opportunities  afforded  inspectors  in  sucn  places  compare  with 
those  afforded  here.  The  inspector  here  has  free  access  to  everything — the  drafting 
room,  the  shops,  the  actual  work — and  as  far  as  the  system  is  concerned,  the  utmost 
harmony  so  far  exists.    Personally  I  have  had  no  friction  whatever. 

(15)  What  opportunities  have  the  inspectors  to  keep  themselves  fully  in  touch 
with  the  work  at  the  yard  pertaining  to  tneir  respective  bureaus,  and  to  what  extent 
are  they  able  to  keep  themselves  informed  of  tne  receipt,  transfer,  condition,  and 
disposal  of  material  and  to  assure  themselves  that  all  material  under  the  coguizanca 
of  their  respective  bureaus  is  cared  for,  manufactured,  repaired,  assemblea,  or  in- 
stalled in  strict  accordance  with  the  required  standards  or  directions  of  the  bureaus? 

Question  (lb)  is  practically  answered  under  (14).  All  material  is  received  by  the 
general  storekeeper.    It  is  now  stubbed  out  by  the  manufacturing  department. 
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Inspection  of  material  is  lai^gely  under  that  department^  and  completed  articles  are 
inspected  by  the  inspector  of  equipment  or  his  assistants,  as  detailed  in  the  answer 
to  question  (14). 

(16)  Is  the  present  system  superior  or  inferior  to  the  former  system  in  assuring  the 
detection  of  errors  or  mistakes  in  the  work  pertaining  to  the  different  bureaus? 

In  answer  to  question  (16)  I  refer  again  to  the  answer  to  question  (14).  A  good 
deal  of  the  same  ground  is  covered.  I  think  when  the  equipment  department  was 
an  independent  set  of  shops,  with  an  organization  within  itself,  the  head  of  the  de- 
partment was  in  a  much  better  position  to  see  that  no  errors  took  place  that  required 
detection  and  that  no  mistakes  took  place  in  the  work  than  he  is  at  present,  for,  how- 
ever vigilant  an  inspector,  he  can  not,  in  my  opinion,  keep  track  of  tne  work  anything 
like  as  well  as  when  his  functions  are  combined  with  those  of  a  head  of  a  department. 

The  situation  at  a  navy-yard  differs  entirely  from  that  of  a  private  concern.  The 
head  of  a  department  at  a  navy-yard  under  the  old  s3rBtem  was  really  an  inspector. 
It  was  presumed  that  he  had  the  interests  of  the  service  at  heart;  he  certainly  had 
no  possible  object  such  as  might  actuate  a  "shady"  contractor;  therefore  all  his  efforts 
would  be  bent — and  in  ninety-nine  cases  out  of  one  hundred  were  bent — toward 
turning  out  efficient  work.  In  the  twists  and  turns  of  the  service  he  might  at  any 
moment  be  ordered  to  a  ship  which  had  the  work,  the  installing  of  which  he  was 
responsible  for,  and  would  find  himself  confronted,  had  he  allowed  things  to  go 
wrong,  with  an  inferior  outfit,  against  which  he  could  make  no  complaint. 

4.  Referring  to  paragraph  4  of  tlie  department's  letter,  the  remarks  1  have  made  in  the 
answers  to  the  sixttn^n  questions  of  paragraph  3  largely  cover  the  ground.  They  are 
not  precisely  information;  they  are  largely  expressions  of  opinion.  The  system  is 
rather  too  young  for  one  to  be  able  to  furnish  exact  information.  The  air  is  full  of 
rumors  at  present,  mastly  unfavorable  to  the  svstem,  but  opinions  are  not  information. 
If  my  opinion  is  of  any  value,  considering  the  former  equipment  department,  with 
which  I  was  familiar,  my  recommendation  would  be  to  go  back  to  the  situation  as  I 
found  it  on  February  11,  1908,  when  I  reported  for  duty  as  the  relief  of  Capt.  W.  G. 
Cutler,  U.  S.  Navy,  when  we  had  our  compact  group  of  shops,  including  a  foundry 
and  carpenter  shop  and  one  painter,  and  did  all  our  work  economically  and  efficiently. 
This  is  a  complete  reversal  of  the  opinions  I  held  at  that  time,  the  result  of  two  and 
one-half  montns'  experience  of  consolidation. 

Very  respectfully,  J.  F.  Luby, 

Commander,  U.  S.  Navy, 

Inspector  of  Equipment, 

The  CoHHAkDANT. 


Refer  to  No.  366/16.]  UNITED  STATES  NaVY-YaRD, 

Boston,  Mass.,  April  15,  1909. 

Sir:  By  your  direction,  and  in  reply  to  department's  letter  of  April  12  requesting 
certain  information  regarding  present  status  of  shops  and  work  at  this  yard,  I  have 
the  honor  to  submit  the  folio  wine: 

Question  1.  In  what  machine  shops  has  manufacturing  work  been  discontinued? 

Answer  1.  In  ordnance  machine  shop;  lar^e  proportion  of  the  new  machinery 
having  been  removed  from  the  ordnance  machine  shop  to  the  general  machine  shop, 
where  a  portion  of  it  has  been  set  up;  the  remaining  portion  in  ordnance  machine 
shop  is  inactive. 

Question  2.  To  what  shops  has  such  work  been  trsmsferred? 

Answer  2.  To  general  machine  shop,  building  42. 

Question  3.  What  machine  shops  have  been  dismantled? 

Answer  3.  Ordnance  machine  shop,  partially. 

Question  4.  To  what  machine  shops  have  the  tools  noted  in  question  3  been 
transferred? 

Answer  4.  All  tools,  except  those  finer  tools  and  instruments  required  in  inspection 
work,  have  been  transferred  to  general  machine  shop,  building  42. 

Question  10.  Also,  the  present  location  of  the  inspectors'  offices,  and  whether  any 
change  has  been  made  from  the  old  arrangement. 

Answer  10.  The  offices  of  the  inspector  of  ordnance  remain  the  same  with  reduced 
clerical  force.  These  offices  are  also  those  of  the  inspector  of  ordnance  for  the  Hing- 
ham  Naval  Magazine. 

Question  12  What  ia  the  system  by  which  the  different  inspectors  inspect  work 
done  in  the  navy-yard  on  articles  under  cognizance  of  their  respective  bureaus? 
What  record  is  kept  of  their  inspections?  What  assistance  have  they  in  making 
inspections  and  in  recording  the  work? 
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Answer  12.  The  manager  of  the  manufacturing  department  furnishes,  or  is  sup- 
posed to  furnish,  the  inspector  of  ordnance  with  rour  copies  of  all  job  orders  that  are 
of  interest  to  the  ship's  ordnance  officer.  Two  copies  go  to  the  ordnance  file  cabinet, 
one  to  the  assistant  inspector  (chief  gunner),  and  one  to  the  ordnance  subinspector. 
The  inspector  of  ordnance  also  makes  necessary  entries  in  pocket  notebook. 

Foremen  are  supposed  to  notify  ordnance  office  when  such  jobs  are  commenced, 
also  when  completed,  and  this  information  is  promptly  passed  to  the  assistant  ana 
BubinspectorB.    File  copies  are  stamped,  and  record  made  thus: 

Work  commenced 

Completed  O.K 

Inspected  by 

Inspector  of  Ordnance. 
as  the  necessary  information  is  received. 

Final  iospection  is  made  promptly  upon  the  receipt  of  notice  of  completion,  the 
inspector  of  ordnance  signs  above  bnef  on  back  of  file  copies,  and  one  is  returned  to 
the  manager,  who  is  supposed  to  return  a  copy  to  this  office  showing  actual  cost  of 
labor  and  material.  Tne  inspector  of  ordnance  is  assisted  in  making  inspections 
and  recording  same  by  a  chief  gunner,  a  civilian  subinspector,  chief  clerk,  one  ste- 
ncgrapher,  and  one  messenger. 

The  inspector  of  ordnance  has  no  definite  way  of  knowing  that  he  receives  copies 
of  all  ordnance  iob  orders. 

Question  13.  What  check  have  the  bureaus  against  extravagance,  wastefulness,  or 
inaccuracy  in  the  performance  of  work  done  for  them? 

Answer  13.  Nothing  beyond  a  close  scrutiny  of  estimates  and  efficient  inspection 
during  progress  of  work.  Of  course  every  time  inaccuracies  are  discovered  the  cor- 
rection of  same  means  a  needless  expense.  \ 

Also  inacciuracies  occur  that  would  not  occur  if  the  experienced  and  efficient  ord- 
nance master  mechanic  had  direct  charge  of  ordnance  work  as  he  did  under  the  former 
system.  This  man  has  specialized  on  technical  ordnance  work,  whereas  the  assistant 
naval  constructors,  who  are  now  issuing  orders  direct  to  the  quartermen  and  leading- 
men,  and  without  the  knowledge  of  the  ordnance  master  mechanic,  have  specialize 
along  other  lines,  i.  e.,  shipbuilding. 

Question  14.  What  opportunities  does  the  system  afford  the  inspectors  to  acquire 
a  close  knowledge  of  manufacturing  and  repair  work,  the  mechanical  processes,  and 
the  costs  involved,  so  that  thev  may  be  relied  upon  for  suggestions  and  opinions  in 
regard  to  the  development  ana  improvement  of  the  outfits  under  their  supervision? 
Is  the  system  superior  or  inferior  in  this  respect  to  the  system  it  succeeded?  How 
does  it  compare  in  this  respect  with  the  opportunities  afforded  inspectors  in  private 
shipbuilding  establishments? 

Answer  14.  Fair.  In  regard  to  ship  work,  that  regulation  of  the  consolidation 
system  which  places  the  captain  of  the  ship  and  the  ordnance  officer  in  the  position 
of  inspectors  of  ordnance  is  an  improvement  upon  the  old  method,  and  is  a  method 
which  should  be  pursued  in  any  case  under  any  system.  As  far  as  the  inspector  of 
ordnance  at  the  yard  is  concerned,  he  would  unquestionably  acquire  a  closer  knowl- 
edge of  the  manufacturing  and  mechanical  processes  if  he  had  direct  chaige  of  the 
work;  but  the  fact  that  the  general  drafting  room  is  open  at  all  times  to  him,  it  would 
naturally  be  his  own  fault  if  he  did  not  complv  with  the  regulations  of  the  consolida- 
tion system  requiring  him  to  make  and  keep  nimself  familiar  with  what  is  going  on, 
and  what  is  going  to  go  on  in  the  yard,  of  interest  to  his  bureau. 

Question  15.  What  opportimities  have  the  inspectors  to  keep  themselves  fully  in 
touch  with  the  work  at  the  yard  pertaining  to  their  respective  bureaus,  and  to  what 
extent  are  they  able  to  keep  themselves  injformed  of  the  receipt,  transfer,  condition, 
and  disposal  of  material,  and  to  assure  themselves  that  all  material  under  the  cog- 
nizance of  their  respective  bureaus  is  cared  for,  manufactured,  repaired,  assembled, 
or  installed  in  strict  accordance  with  the  required  standards,  or  directions  of  the 
bureaus? 

Answer  15.  Not  very  good.  No  reliable  system  or  check.  General  storekeeper  has 
custody  of  all  ordnance  material  except  ammunition  details,  is  responsible  for  the 
accuracy  of  ordnance  store  cards  (on  which  the  bureau  depends  for  a  knowledge  of 
the  condition  of  important  ordnance  articles),  and  for  the  assembling  of  ordnance 
outfits.  It  is  understood,  unofficiallv,  that  the  general  storekeeper  has  discontinued 
the  ordnance  store-card  system,  whether  with  the  knowledge  of  the  bureau  of  ordnance 
or  not  is  not  known.  A  system  satisfactory  to  the  general  storekeeper  may  not  be 
acceptable  to  the  Bureau  of  Ordnance  (see  last  paragraph,  page  3,  Memorandum  for 
commandants,  February  18, 1909). 
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Receipts  transfer,  and  disposal  of  ordnance  material  is  reported  to  bureau  on  Ofd- 
nance  Form  3,  ''Monthly  ordnance  return  from  naval  stations/'  and  its  subsidiary 
Form  3c.  The  inspector  of  ordnance  has  just  recommended  that  this  report  be  made 
b;^  the  general  storekeeper  as  his  ordnance  store  man  has  all  the  data,  and  is  familiar 
with  all  marks  and  moaifications. 

Manufacturing  and  repair  work  is,  of  course,  performed  bv  the  manufacturing 
department,  and,  consequently,  subject  to  inspection,  provided  this  office  is  fur* 
nished  with  a  copv  of  the  job. 

It  is  not  believed  that  any  naval  constructor  has  the  knowledge  of  "required  stand- 
ards'' of  ordnance  installations  that  is  possessed  by  the  master  mechanic  of  ordnance. 

Question  16.  Is  the  present  system  superior  or  inferior  to  the  former  system  in 
assuring  the  detection  of  errors  or  mistakes  in  the  work  pertaining  to  the  different 
bureaus? 

Answer  16.  I  do  not  think  the  present  consolidation  system  superior  to  the  former 

Srstem  in  assuring  the  detection  of  errors  or  mistakes  in  the  work  pertaining  to  the 
ureau  of  Ordnance.  Under  the  former  system  any  mistakes  would  be  aetected 
almost  immediately  by  the  master  mechanic  in  charge.  Ordnance  is  a  distinctively 
technical  branch  of  the  naval  profession,  and  can  not  be  learned  by  any  gentleman 
at  school  beyond  the  acquirement  of  theoretical  knowledge. 

For  example,  the  master  mechanic  in  ordnance  at  the  navy-yard  is  a  very  much 
more  valuable  person  to  the  Bureau  of  Ordnance  than  an  accomplished  and  well- 
instructed  assistant  naval  constructor,  a  gentleman  who,  however  charming,  has 
specialized,  verv  naturally,  in  his  own  branch    i.  e.,  shipbuilding. 

I  do  not  think  that  ordnance,  closely  linked  as  it  is  with  gunnery,  should  be  con- 
solidated with  anything  else  whatever,  as  it  is  a  distinct,  and  I  would  say,  the  most 
important  technical  branch  of  the  naval  profession. 

Finally,  frankly,  candidly,  I  believe  the  consolidation  plan,  as  tested  here,  has 
proved  to  the  calm,  reflective  minds  of  all  who  are  interested  its  impracticability, 
rersonally  I  do  not  hesitate  to  say  that  no  business  concern,  standing  on  its  own 
bottom,  and  unpropped  by  financial  aid,  would  stand  up  for  any  length  of  time  under 
a  like  arrangement. 

Very  respectfully,  W.  R.  Rush, 

Commander^  U.  S.  Navy, 

Inspector  of  Orcmance. 
The  Commandant. 

146/1.] 

UNrrBD  States  Navt-Yabd, 
Boston,  Mass.,  April  16,  1909. 

Sir:  1.  In  compliance  with  the  commandant's  indorsement  of  April  15,  1909,  on 
letter  from  the  department  dated  April  12,  1909,  which  letter  desires  that  complete 
information  and  data  concerning  the  present  status  of  shops  and  work  at  this  yard, 
under  the  recent  consolidation,  be  submitted,  I  have  the  honor  to  submit  the  folio w^ 
ing  answers  relative  to  questions  contained  m  the  department's  letter  which  affect 
the  manufacturing  department: 

2.  With  regard  to  the  specific  information  desired  under  several  heads  given  in 
paragraph  3,  I  have  to  state: 

1.  "In  what  machine  shops  has  manufocturing  work  been  discontinued?" 

(A)  Yards  and  docks  ^building  107). 

(B)  Equipment  (building  39). 

(C)  Ordnance  (building  39). 

(D)  Construction  and  repair  (building  106). 

2.  "To  what  shops  has  such  work  been  transferred?" 

(A)  To  the  main  machine  shop  in  building  42,  which  was  formerly  the  steam- 
engineering  machine  shop. 

(3)  "What  machine  shojM  have  been  dismantled?" 
I  A)  Yards  and  docks  (building  107). 

(B)  Ordnance  (building  39),  m  part  only. 
fC)  Equipment  (building  39),  in  part  only. 

(D)  Construction  and  repair  (building  106),  a  very  few  tools  only. 
(The  removal  of  the  tools,  shafting,  etc.,  from  the  galleries  of  this  building  is  now 
under  way.) 

4.  "To  what  machine  shops  have  the  tools  noted  in  question  3  been  transferred?'' 
(A)  Most  of  them  have  been  transferred  to  the  main  machine  shop,  formerly  steam 

engineering  (building  42);  and  the  others  to  the  central  tool  room  in  the  northwest 
comer  of  building  42. 

5.  "In  what  omer  shops  or  buildings  haa  work  been  diacontinued?'! 
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(A)  Building  107,  yards  and  docks  building;  this  building  has  been  reassigned  to 
the  general  storekeeper  for  naval-supjply  material. 

(B)  Steam  engineering  boiler  shop  nas  been  shut  down  in  building  42,  and  all  work 
in  tluit  connection  is  now  being  done  in  the  outside  shipfitters*  shop,  building  104. 

(C)  All  small  smithery  work  formerly  done  in  the  middle  part  of  building  40  in  con- 
nection with  small  anchors,  ground  tackle,  and  appendages  is  being  done  in  the 
general  smithery,  building  105. 

(D)  All  rigging  work  was  stopped  in  building  103  (formerly  equipment),  and  is  now 
bemg  done  in  the  loft  of  building  24,  which  buildii^  is  the  general  office  building  of 
the  manu&u;turing  department. 

CE)  All  electrical  work  has  been  concentrated  and  consolidated  on  the  second  floor 
of  Duilding  103,  formerly  occupied  in  part  by  the  equipment  electrical  shop  and  the 
equipment  rigging  loft. 

(Note. — ^No  reference  of  couibo  is  made  to  the  former  consolidations  of  pattern 
work,  painters'  work,  joiners'  work,  foundry  work,  nor  general  smithery  work  which 
was  accomplished  some  months  ago.  The  items  that  have  been  given  in  answer  to 
question  5  are  in  addition  to  those  previous  consolidations. 

6.  ''To  what  shops  has  the  work  referred  to  in  question  5  been  transferred?" 
This  is  answered  under  the  several  headings  under  question  5. 

7.  '*  What  other  shops  have  been  dismantled?  " 

(A)  Formerly  ordnance  material  was  very  awkwardly  stored  in  building  28 — a  two- 
story  brick  building  near  dry  dock  No.  2.  All  this  material  has  been  taken  to  the 
insicle  fitter's  shop,  building  106,  which  building  is  ultimately  destined  to  become  an 
ordnance  building  and  storehouse.  The  galleries  of  building  106  are  to  be  under  the 
custody  of  the  general  storekeeper  for  the  smaller  ordnance  materials,  and  such  space 
as  is  needed  on  the  lower  floor  will  be  used  for  larger  ordnance  materials. 

(6)  The  old  shipwrights'  and  calkers'  lobby,  building  5,  has  been  abandoned;  and 
likewise  the  occupancy  of  the  basement  of  building  24  by  the  shipwrights;  and  the 
entire  shipwrights^  department  is  now  concentrated  m  building  114,  the  sawmill. 

8.  '*To  what  shops  nave  the  tools  or  appliances  in  shops  referred  to  in  question  7 
been  transferred?" 

This  is  answered  in  detail  imder  Question  7. 

9.  ''Specific  information  is  also  desired  as  to  the  character  and  size  of  buildings 
vacated  Dy  reason  of  the  consolidation  of  manufacturing  plants  and  the  uses  to  which 
these  vacated  shops  have  been  or  are  proposed  to  be  assigned." 

(A)  Building  28,  from  which  the  ordnance  work  was  transferred  to  building  106,  is 
now  being  fitted  up  as  a  clubroom  and  '* comfort  station"  for  the  workmen.  This 
is  a  two-story  brick  building  about  80  by  40  feet. 

(B)  Just  prior  to  consolidation  buildmg  22  was  abandoned  as  an  electrical  repair 
shop  under  the  old  construction  and  repair  department,  and  this  building  was  released 
to  tne  general  storekeeper.  This  is  a  three-story  granite  building  in  the  shape  of  an 
L,  covering  an  area  of  about  100  by  100  feet. 

(C)  Building  96  has  been  entirely  shut  down  as  a  power  and  heating  station. 
This  was  formerly  the  equipment  power  station,  and  is  a  one-story  building  about 
120  by  60  feet. 

The  proposed  assignment  of  building  96  is  for  an  extension  of  the  wire-rope  mill. 

10.  '"The  present  location  of  the  inspectors'  offices,  etc." 

The  answer  to  this  question  does  not  at  present  affect  the  manufacturing  depart- 
ment, although  the  drafting  work  and  consultation  work  would  be  much  more  con- 
veniently carried  on  if  the  consolidated  offices  for  the  inspectors  and  the  manu&ic- 
turing  department,  etc.,  were  established  in  building  42. 

11.  "Approximate  statement  as  to  net  saving  in  the  operation  of  power  plant,  yard 
transportation  facilities,  etc.,  due  to  consolidation?" 

(A)  Closing  down  building  96,  which  was  used  for  heating  the  ropewalk,  $16  per 
diem. 

(B)  Closing  down  the  heating  plant  that  was  heating  building  39,  $11.26  per  diem. 
In  addition  to  the  two  specific  items  given  under  question  11,  which  amount  to  a 

saving  of  about  $6,037  a  year,  the  following  additional  savings  have  resulted: 
(A)  Consolidated  system  of  "shop  payments,"  $16,000  per  annum. 
In  addition  to  these  items  there  has  been  inaugurated: 

f  General  messenger-service  system. 
General  delivery  system  for  handling  materials. 
General  teaming  svstem. 
of  which  have  cut  down  the  expenses  considerably  and  can  be  safely  estimated 
at  a  saving  of  not  less  than  $50  per  diem;  making  a  total  estimated  per  annum  saving 
on  these  items  of  about  $36,000. 
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(D)  Furthermore,  the  foremen  have  been  released  from  much  ''paper"  work,  so 
that  they  can  concentrate  their  attention  on  handling  men  and  getting  a  good  day's 
work  from  them,  and  become  better  acquainted  with  the  (qualifications  of  the  men  so 
as  to  make  their  ratines  commensurate  with  their  capabilities  and  the  work  performed. 
This  has  also  resulted  in  an  indirect  saving  of  a  not  inconsiderable  amount,  but  of 
which  a  money  estimate  can  not  be  formulated. 

'  (E)  In  addition  to  this,  there  were  certain  requisitions  and  installations  of  expen- 
sive machine  tools  pending,  which  it  was  found  need  not  be  required;  which  involved 
a  further  saving  of  about  $26,000. 

(F)  There  can  be  a  still  further  saving  effected,  not  perhaps  directly  attributable 
to  the  recent  consolidation,  but  which,  nevertheless^  is  a  result  of  general  consolida- 
tion, namely,  shutting  dovni  the  heating  plant  in  building  43.  which,  if  effected,  will 
result  in  a  saving  of  about  $40  per  diem;  and  the  shutting  aovni  of  auxiliary  power 
house  in  building  105,  which  will  result  in  a  saving  of  about  $50  per  diem — making  a 
total  of  $90  per  diem,  or  about  $27,000  per  annum. 

(G)  So  far  as  I  am  aware,  there  has  been  no  additional  expense  incurred  by  reason 
of  the  system  established  beyond  that  which  has  necessarily  been  incurred  in  con- 
solidating shops,  machine  tools,  etc.  The  approximate  expenditures  to  date  con- 
nected with  this  are  as  follows: 


Item. 


Labor. 


Material. 


Total. 


0/286.  Fit  up  the  central  tool  room  Id  the  northwest  oomer  of  build- 
ing 42 

0/286.  Transfer  all  stores  and  the  absolutely  necessary  equipment 
from  bulMiQg  106  to  building  103 

0/287.  Make  and  paint  two  signs  for  the  manufacturing  department, 
main  ofUces 

G/288.  Provide  and  install  ten  check  boards  and  check  boxes,  and 
make  6,000  IdentificiUion  checks , 

0/291.  Transfer  of  boiler  work  to  building  104 , 

Q/202.  Remove  all  pipe-fitting  machine  tools  from  buildings  107  and 
42  to  building  106 

O  '299.  Install  various  machine  tools  in  building  42 

Q/302.  Install  50-inch  engine  lathe,  |-inch  screw  machine,  and  Bin- 
ease  boring  mill  now  in  building  39,  in  building  42 

G/303.  Dismantle  old  central  tool  room  and  fit  branch  tool  room  in 
its  place  in  machine*  shop 

O/304.  Install  tools  and  shafting  in  west  side  of  machine  shop 

QpsOCi.  Fit  up  building  28  as  a ' '  comfort  station  "  for  employees 

Orand  totals 


13,  (WO.  80 

1,655.91 

195.73 

605.68 
1,821.51 

70.90 
330.11 

220.45 

291.26 
78.92 
156.20 


8795.12 

319.06 

41.64 

231.80 
205.29 

6.22 
217.99 

31.48 

66.76 
18.90 
58.84 


84,785.92 

1,874.97 

237.37 

927.48 
2,026.80 

76.12 
654.10 

251.93 

357.01 
97.82 
215.04 


J),  413. 47 


1,991.09 


11,404.59 


(H)  There  are  a  number  of  very  desirable  improvements  which  can  not  be  charged 
to  consolidation  as  a  whole,  which,  however,  have  been  studied  by  me  since  coneoli- 
dation  became  effective,  and  which  have  been  made  the  subject  of  a  separate  com- 
munication, a  copy  of  which  is  herewith  appended  o  (No.  115/1,  dated  April  II,  1909). 

(12)  * '  AMiat  IB  the  Hystem  by  which  different  inspectors  inspect  the  work  done,  etc.?" 
No  data  need  be  furnished  by  the  manufacturing  department  on  this  point. 

(13)  "What  check  have  the  bureaus  against  extravagance,  wastefulness,  or  inac- 
curacy of  the  work  performed  for  them?  " 

The  same  check  that  they  had  before.  There  is  no  information  before  the  manufac- 
turing department  as  to  tne  practices  of  the  bureaus-  of  Ordnance,  Equipment,  or 
Steam  Engineerirg  in  the  matter  of  reporting  in  comparisons  of  actual  costs  with  esti- 
mated costs;  but  tne  instructions  of  the  Bureau  of  Construction  and  Repair  have  not 
thus  far  been  modified,  and  these  instructions  require  a  report  showing  comparisons 
between  the  estimated  and  the  actual  coat  of  the  work,  with  explanations  why  the 
expenditures  exceed  a  certain  percentage. 

(14)  "What  opportunities  does  the  system  afford  the  inspectors  to  acquire  a  close 
knowledge  of  the  manufacture  and  repair  work?" 

The  instructions  issued  by  the  manufacturing  department  throw  the  entire  system 
of  manufacturing,  drafting  work,  and  other  office  work  open  to  the  inspectors  at  any 
and  all  times  that  they  may  see  fit  to  request  the  information.  In  this  respect  a  com- 
parison is  almost  identical  with  that  afforded  to  inspectors  in  private  establishments, 
with  the  addition  that  they  also  have  access  to  costs  and  are  furnished  with  general 
administrative  notices,  which  ordinarily  an  inspector  at  a  private  establishment 
would  not  receive. 

a  Separate  communication  herein  referred  to  not  forwarded  by  the  commandant. 
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(15)  "What  opportunities  have  the  InspectorR  to  keep  them-'elvea  fully  in  touch 
with  the  work  at  the  yard  pertaining  to  their  rey'peclive  bureaus?  " 

I  did  not  understand  that  the  inapectorciof  the  yard  pertained  to  any  of  the  bureaus, 
but  that  they  were  the  technical  assistants  to  the  commiu»dant. 

(16)  "Is  the  present  system  superior  or  inferior  to  the  former  hVi  terns  in  af«»uring  the 
detection  of  errors  or  mistakes  in  work  pertaining  to  the  different  bureaus?  *' 

It  is,  in  my  judgment,  decidedly  superior,  and  is  bated  upon  sound  principles, 
namely,  of  having  an  inspecting  corps  of  experts  to  pass  judgment  upon  the  work  done 
or  to  be  undertaken  by  a  manufacturing  branch;  and  I  have  always  taken  the  view 
that  the  best  results  are  obtained  by  consulting  freely  with  the  inspectors  and  being 
guided  by  their  judgment  in  matters  in  which  uiey  are  exports.  In  short,  the  nystem 
conforms  in  a  fairly  close  way  to  that  described  in  a  recent  article  appearing  in  the 
Naval  Institute,  entitled,  "Efficiency  of  organization  as  a  basis  for  wage."  But  it 
does  not  appear  to  me  to  be  at  all  necessary  that  the  inspecting  branch  have  either  a 
clerical  or  a  drafting  force.  This  seems  to  me  to  be  an  unnecessary  expense,  except 
possibly  in  the  case  of  the  inspector  of  public  works. 

Very  respectfully,  Elliot  Snow, 

Naval  C(mstructor,  U.  S.  N., 

The  Commandant.  M^r.  Mfg,  DepU 


No.  140-113,] 

Navt-Yakd,  New  Yobk,  Ajprxl  17,  1909. 
Sib:  Referring  to  the  letter  of  the  Assistant  Secretary  of  the  Navy, 
No.  27174  G-21,  dated  April  12,  1909,  concerning  results  of  reorgani- 
zation of  this  navy-yard,  I  have  the  honor  to  report  as  follows: 

(2)  Much  machinery  nas  been  moved  from  one  shop  to  another 
and  several  shops  discontinued,  with  the  object  of  concentrating  work 
under  better  supervision  and  avoiding  duplication  of  plant.  There 
can  be  no  question  that  this  concentration  must  result  both  in  better 
efficiency  and  greater  economy,  as  no  more  men  are  employed  for  the 
same  work,  and  no  higher  wages  are  paid,  while  many  positions  are 
rendered  superfluous,  and  their  incumJbents  are  either  laid  otf  or  as- 
signed to  other  work.  The  fluctuating  amounts  of  work  performed 
at  the  yard  prevents  any  exact  comparison  as  to  the  number  of 
men  needed  to  carry  it  on,  and  the  recent  arrival  of  four  ships  of  the 
battle-ship  fleet  necessitated  a  great  increase  in  the  current  work, 
following  immediately  on  the  reorganization. 

(3)  The  saving  of  shop  and  storage  space  has  been  most  marked, 
and  will  obviate  all  necessity  of  the  erection  of  new  shops  and  store- 
houses for  some  time  to  come.  Most  of  the  space  vacated  by  removal 
of  machinery  has  been  turned  over  to  the  general  storekeeper  for  im- 
mediate use,  but  would  be  available  for  other  departments  if  neces- 
sary. A  portion  of  building  No.  14  has  been  allotted  to  serve  as  a 
lunch  room  for  employees  and  another  part  of  the  same  building  has 
been  given  to  the  electrical  class,  which  is  becoming  larger  and  of 
more  importance  to  the  service.  A  number  of  shacks  and  unsightly 
small  buildings  not  worth  repair  have  been  torn  down,  to  the  great 
improvement  of  the  general  appearance  of  the  yard.  The  process 
of  consolidation  of  plant  is  not  yet  completed. 

(4)  Referring  to  the  questions  of  paragraph  3,  the  following 
answers  are  submitted: 

1.  In  what  machine  shops  has  manufacturing  work  been  discon- 
tinued? 

No.  14  (old  yards  and  docks  shop),  No.  13  (old  ordnance  shop),  and 
No.  9  (old  equipment  shop). 
21395—10 10 
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2.  To  what  shops  has  such  work  been  transferred? 

No.  14  to  No.  20  (construction  and  repair  machine  shop),  third 
floor  of  No.  131  (old  construction  and  repair  electric  shop),  and  No. 
128  (old  steam  engineering  shop);  No.  13  to  No.  20,  third  floor  of 
No.  131  and  No.  128;  No.  9  to  third  floor  of  building  No.  131  and 
buildmg  No.  128. 

3.  What  machine  shops  have  been  dismantled! 
Nos.  14,  13,  and  9. 

4.  To  what  machine  shops  have  the  tools  noted  in  question  3  been 
transferred? 

Shown  under  question  2. 

5.  In  what  other  shops  or  buildings  has  work  been  discontinued! 
Entire  first  floor  and  half  of  second  floor  of  building  No.  14. 

All  of  building  No.  9. 

All  of  building  No.  13. 

Gallej  shop,  building  No.  23,  first  floor. 

Rig^mg  loft,  building  No.  23,  second  floor. 

Equipment  foxmdry,  first  floor,  building  No.  23,  west  end,  trans- 
ferred to  old  steam  engineering  foimdry,  No.  29.  In  the  space  thus 
vacated  in  building  No.  23  has  been  concentrated  all  electroplating 
for  the  yard. 

The  galley  shop,  part  of  the  first  floor  of  building  No.  23,  to  plumb- 
ers' part  of  building  No.  12,  which  has  been  vacated  by  the  plumbers, 
who  went  to  firstfloor  of  building  No.  23,  with  the  result  that  all 
galvanized-iron  work  is  now  being  aone  in  building  No.  12. 

Blacksmith  shop,  building  No.  14,  transferred  No.  11  (old  construc- 
tion and  repair  smiths'  shop);  also  to  same  point  ordnance,  equipment, 
and  steam  engineering  smithies. 

Horseshoeing  shop,  building  No.  14,  transferred  to  building  D, 
adjacent  to  stable,  No.  205. 

Kigging  loft,  portion  of  building  No.  23,  transferred  to  a  portion  of 
the  second  floor  of  building  No.  131. 

No.  9  has  had  all  its  heavy  machine  tools  transferred  to  machine 
shop  No.  128;  its  electric  and  small  tools  to  third  floor  of  building 
No.  131. 

From  the  first  floor  of  building  No.  22  the  outfit  of  machine  tools, 
old  anvils,  etc.,  is  being  transferred  to  the  first  floor  of  building  No. 
14,  the  second  floor  of  this  latter  building  having  already  been 
assigned  to  the  electrical  class. 

Txie  coppersmiths  formerly  working  in  building  No.  12,  together 
with  all  otner  coppersmiths,  have  been  transferred  to  the  old  steam 
engineering  coppersmith  shop,  building  No.  29. 

All  laborers  and  riggers  now  muster  in  building  No.  131. 

Building  No.  41,  the  old  yards  and  docks  power  house,  has  been 
transferred  to  the  manufacturing  department,  and  is  in  charge  of  the 
old  construction  and  repair  master  electrician,  who  also  has  charge  of 
all  outside  electric  work  of  every  nature  on  shore,  except  the  wire- 
less station.  All  electric  work  on  shipboard  has  been  transferred 
to  Mr.  Martin,  the   expert  electrical   aid.    All  repairs  to  electrical 

Earts  of  generators,  motors,  etc.,  will  be  made  on  the  third  floor  of 
uilding  No.  131,  and  all  steam  parts  repaired  in  building  No.  128. 
The  various  places  for  storage  of  lanterns  throughout  the  yard  have 
all  been  combined  in  the  small  one-room  building  adjacent  to  building 
No.  203. 

Digitized  by  VjOOQ  IC 


PBOPOSED  BEOBQANIZATION   OF  KAVT  DEPABTMENT. 


147 


6.  To  what  shops  has  the  work  referred  to  in  question  5  been 
transferred? 

Answered  under  question  5. 

7.  What  other  shops  have  been  dismantled? 

Electric  shop,  building  No.  9;  outside  laborers,  building  No.  14; 
coppersmiths'  snop,  building  No.  12. 

8.  To  what  shops  have  the  tools  or  appliances  in  shops  referred  to 
in  question  7  been  transferred? 

From  No.  9  to  No.  123;  electrical  part  to  No.  131;  from  No.  14  to 
No.  131;  from  No.  12  to  No.  29. 

9.  Specific  information  is  also  desired  as  to  the  character  and  size 
of  buildings  vacated  by  reason  of  the  consolidation  of  manufacturing 
plants,  and  the  uses  to  which  these  vacated  shops  have  been  or  are 
proposed  to  be  assigned. 

This  information  can  be  best  given  in  tabular  form: 


Build- 
ing 
No.- 


Formeruse. 


Present  or  proposed  use. 


Character  of  building. 


Sixe. 


6 

7 

8 

9 

10 

13 
14 

20 
22 
23 
24 
28 

37 

74 
76 
76 
79 
80 
128 

130 
131 


Construction    and     repair 

oflioes. 
Yards  and  docks  oflloes  and 

supplies     and     accounts 

storehouse. 
Ordnance  shop  and  stores. . . 
Equipment  storehouse  and 

machine  shop. 
Construction     and     repair 

power  house,  joiners  and 

electrical  shop. 
Ordnance  machine  shop 

Yards  and  docks  Joiner, 
plumber,  and  machine 
shops  and  yards  and  docks 
stores. 
Construction  and  repair  ma- 
chine shop. 

Equipment  offices   testing 
plant  and  electrical  school. 

Equipment      ofQces      and 
workshops. 

Ordnance  offices  and  stores. . 

Steam    engineering    boiler 
and  smith  shop. 

Equipment  paint  shop  and 
ambulance  room. 

Yards  and  docks  paint  shop. 

Yards  and  docks  stores 


General  storekeeper 

Supplies  and  accounts  store- 
house. 

Supplies  and  accounts  stores. . 
Supplies  and  accounts  store- 
house. 
Central  Joiner  shop 


Brick,  3  stories., 
....do 


Brick,  2  stories. . 
do 


Oranlte,  3  stories., 


Yards  and  docks  coal  and 

wagon  shed. 
Ordxiance  shell  house 


Supplies  and  accounts  boiler 

house. 
Steam  engineering  machine 

shop,     Dlacksmith     and 

boiSer  shops. 
Ordnance  stores. 


Construction  and  repair  saw- 
mill, lock  shop,  and  riggers. 


Constnictlon  and  repair  pat- 
terns and  assembling  shop. 

Electrical  school  and  yard 
Itmch  room. 


Brick,  3  stories. 
Brick,  2  stories. 


Yard  boiler  shop 

Offices  and  testing  laboratory. 


Workshops  and  offices 

Central  administration  build- 
ing. 

With  No.  128,  of  which  it  forms 
part,  to  become  the  yard 
machine  shop. 

Office  of  yardmaster,  fire  de- 
partment headquarters,  and 
ambulance  station. 

Office  and  headquarters  of 
master  mason. 

Central  pattern  storage  and 
ofllcers'  effects. 

Has  been  torn  down 


Lumber  storage,  supplies  and 

accounts. 
To  bo  removed 


Machine  shop  (see  No.  28). 


Supplies  and  accounts  store- 
house. 

Sawmill,  rlggine  loft,  and 
electrical  workshop,  spar 
shop,  and  block  shop. 


Brick,  1  story.. 
Brick,  3  stories. 

....do 

....do 

Brick,  1  story.. 


Brick,  2  stories. 


Brick,  1  story.. 
Brick,  2  stories. 

Shed 

Brick,  1  story.. 
....do 


.do. 


Brick,  2  stories. 


Feet. 
200  X  70 

60x200 

200  X  85 
200  X   65 

300x  60 

234  X   60 

300  X  60 

301  X  80 
60x300 
60x300 
60x300 

300x   96 

81 X   50 

50x   65 

O201X     2 

100  X   28 

117  X   58 

34x  16 
350x430 

60x300 


•  With  small  lean-to. 

Buildings  6  and  9  and  that  part  of  building  7  now  occupied  as  office  of  the  Inspector  of  public  works  were 
anigned  (when  vacated)  to  the  general  storekeeper  by  the  commandant,  subject  to  department's  approval. 
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10.  Up  to  the  present  date  no  change  has  been  made  in  the  location 
of  any  of  the  inspectors'  offices.  They  will  all  be  quartered  in  the 
central  administration  building. 

11.  The  following  data  are  submitted  as  indicating  economy  due  to 
reorganization : 

Average  number  of  men  employed  per  day,  entire  yard. 

November,  1907 3,42$ 

Actually  employed  March  27,  1909 3,548i 

Employed  on  iVorirfa  March  27,  1909 348i 

3,200 

226 

The  above  will  show  a  saving  of  approximately  $675  per  day,  and  for  one  month 
$16,875. 

Team^  and  hired  trucks. 


. 

Our  own 
trucks. 

Hired 
doubles. 

Htr«d 
singles. 

November,  1907 

17 
17 

399 
154 

333 

March,  1909, 30  and  31  excluded 

140 

245 

va 

This  will  show  a  saving  as  follows: 

Hired  double  trucks,  245,  at  $3.95  each $967. 75 

Hired  single  trucks,  193,  at$2.50each 482.60 

Total  saved  on  month 1, 450. 26 

Power  plant. 

Average  saving  in  labor per  day. .  $51. 44 

Average  saving  in  fuel do 39. 05 

90. 49 


Total  for  month 1, 656. 25 

Amount  saved  by  labor per  month. .  16, 875. 00 

Amount  saved  by  team«,  etc do 1,450.00 

Amount  saved  by  labor  and  fuel do 2, 262.  25 


20. 587.  25 

Much  more  work  is  actually  bein^  done  now  than  in  November, 
1907,  although  various  shops  are  being  relocated  and  reorganized. 

Amount  saved  as  shown  above $20,  587.  25 

Reduction  of  force  at  coal  plant: 

Savinj^  in  labor $578.  24 

Saving  in  direct  delivery  of  coal 133.  00 

Total  pavinor  in  coal  plant 711. 24 

Estimated  saving  in  direct  delivery  by  general  Ktorekeeper  to  yard  de- 
partments       1, 000. 00 


Total  saving  per  month 22,298.49 

In  addition  to  the  above  there  is  a  large  saving  to  the  Government 
bv  the  transfer  of  machine  tools  not  needed  here  to  other  stations, 
obviating  the  purchase  of  new  machines,  therefore  this  can  not  be 
exactly  estimated;  but  the  inspector  of  ordnance  at  lona  Island 
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states  that  the  introduction  of  new  machinery  has  enabled  him  to 
reband  12  -inch  shells  at  $1.49  each,  instead  of  $6.38  when  done  at  the 
navv-yard.    Proportionate  saving  would  be  made  on  other  calibers. 

Tnere  are  numerous  items  in  the  handling  of  stores  in  the  general 
storekeeper's  department,  in  which  the  cost  of  liamlling  stores  has 
been  reduced  by  reason  of  consolidation,  but  this  can  not  as  yet 
be  estimated. 

For  a  basis  of  comparison  between  the  month  of  November,  1907, 
which  was  the  time  of  the  visit  of  the  fleet  to  this  yard  to  undergo 
repairs  prior  to  the  trip  around  the  world,  and  the  month  of  March, 
1909,  wnile  the  fleet  is  undergoing  repairs,  notwitlistanding  the  vast 
amount  of  additional  work  necessitated  by  the  consolidation  of  the 
shops,  additional  repairs  to  vessels  other  than  the  fleet,  the  following 
is  submitted: 

November,  1907: 

ConBtniction  and  repair  department $192, 415. 13 

Steam  enrineerinp  department 65, 636. 92 

Yards  and  docks  departments 25, 052. 18 

Ordnance  department 18, 601.  89 

Equipment  department 71, 951.  84 

Total 276,657.96 

Vesta Z,  for  labor 1 7 ,  67 8.  20 

Balance 258, 979.  76 

March,  1909: 

Total  of  pay  roll  (entire  manufacturiiig  department) 278, 508.  53 

Florida,  for  labor 34,068.38 

Balance 244,438.15 

November,  1907  (less  Vestal) 258,  979.  76 

March,  1909  (less  Florida) 244, 438. 15 

Balance 14,541.61 

New  work: 

Florida 34,068.38 

Vestal 17,678.20 

Balance 16,390.18 


Trades. 

November 
16,  1907. 

March 

27,1909. 

1907. 

1909. 

Machinists  and  helpers 

677 

1   - 

453 
75 
93 
77 

103 

165 
68 

185 
45 
79 
76 

493 
203 

376 

13(> 
71 
63 
87 

108 
32 

110 

84 
105 
77 

22" 

14 
16 
57 
36 
75 

Blectricians 

M»|^^ln^ft,  <»l«'trloft| 

Mechanic,  electrical 

Laborers 

Risers  and  helpers 

"ei 

Boner  makfiT!!  and  heljwrs 

Pfttt4»m  makprs  1 ...... . 

Painters 

Joiners  and  helpers 

Coppersmiths  and  helpers 

Holders  and  helpers 

OrdnADOe  Tiipn  a , 

8hlpsniith.<i,  blacksmiths  and  helpers '. 

75 
54 

4 
22 

gi^ljoakexs. 

;;;;;;;; 

TotaL ^ 

2,364 

1,868 

612 

61 

•  This  trade  was  oonaolidated  under  machiniji  and  rigger,  and  is  iLe  only  one  thus  aflected. 
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12.  The  different  inspectors  are  directed  to  inspect  work  done  in 
the  navy-yard  which  falls  under  their  cognizance  while  in  progress 
and  if  necessary  on  completion.  Their  information  is  derived  from 
a  copy  of  the  job  order  issued  by  the  manufactiuing  department, 
and  when  the  inspection  is  complete  the  inspector  initials  the  job 
order  turned  in  bv  the  foreman. 

The  inspectors  have  been  assigned  such  clerical  force  and  draughts- 
men as  have  been  thought  necessary  for  carrying  on  inspections 
efficiently.  This  assignment  is  subject  to  modincation  from  time  to 
time  when  found  desirable.     The  detail  is  not  fixed  unalterably. 

Thujs  far  there  seems  to  be  no  increase  of  expenses  attendant  upon 
consolidation. 

13.  The  cost  of  all  job  orders  is  reported  monthly  to  the  bureaus 
concerned;  as  was  the  general  rule  under  the  old  management. 
Inacciu*ate  work  would  be  detected  in  the  shop  inspection. 

14.  In  cases  of  work  in  the  shops,  in  which  tne  inspection  is  made 
by  the  inspector,  he  has  every  opportunity  to  follo\y  tne  work  (either 
in  person  or  by  his  subordinates)  which  he  may  wish.  Any  sugges- 
tions and  opinions  in  regard  to  development  and  improvement  of 
outfits  may  be  based  eitner  on  test  of  the  finished  product,  or  on 
knowledge  obtained  by  watching  the  manufacture.  The  question 
of  cost  is  a  difficult  one  in  any  case  and  can  be  solved  as  well  by  the 
new  system  as  by  the  old.  It  is  not  considered  necessary  that 
inspectors  should  know  this,  as  the  return  is  made  in  other  ways. 
As  under  the  new  system  the  work  is  not  carried  on  by  subordinates 
of  the  inspector,  he  naturally  does  not  have  the  knowledge  due  to 
responsibility.  If  it  is  necessary  for  him  to  acquire  this  knowledge, 
he. must  give  closer  personal  inspection.  The  inspector  has  greater 
facilities  than  he  would  have  at  a  private  yard^  as  being  an  officer 
there  are  absolutely  no  restrictions  imposed  on  him. 

16.  The  inspectors  are  not  supposed  to  have  cognizance  of  receipts, 
transfer,  condition  and  disposal  of  material.  Tnese  are  imder  the 
control  of  the  general  storekeeper.  Where  standards  are  provided 
by  the  different  oureaus,  inspection  is  made  in  conformity  with  them, 
either  by  the  inspectors  or  by  some  of  the  officers  connected  with 
the  manufacturing  department. 

16.  It  is  believed  that  the  present  system,  when  developed,  will  be 
superior  to  the  old  in  assuring  the  detection  of  errors  or  mistakes  in 
the  work  pertaining  to  the  diflFerent  bureaus.  The  logical  accompani- 
ment of  a  consolidation  of  work  is  a  consolidation  of  responsibility, 
allowing  greater  simplicity  and  accuracy  of  returns. 

It  is  respectfully  submitted  that  the  preceding  questions,  Nos.  12 
to  15,  inclusive,  are  largelv  based  on  the  idea  that  the  inspectors  are 
representatives  of  the  difterent  bureaus,  and  that  the  latter  must 
rely  on  the  former  to  receive  information  concerning  the  work  and 
expenditures  in  the  navy-yards  which  are  chargeable  to  the  bureau 
appropriations.  This  view  is  in  error  under  existing  orders  of  the 
department,  and  is  believed  to  be  wrong  in  fact,  regardless  of  orders. 
The  necessity  of  the  bureaus  having  full  cognizance  of  the  work  they 
approve  and  of  the  expenditures  under  their  respective  appropriations 
is  e^lf-evident,  and  the  new  system  aims  to  supply  this  information 
as  accurately  as  the  old,  but  not  through  the  inspector,  who  is  no 
longer  recognized  as  the  bureau's  representative.  The  questions 
above  referred  to  are  therefore  largely  irrelevant,  since  they  ask  if 
the  new  system  does  what  it  was  largely  designed  not  to  do. 
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It  is  therefore  suggested  that  instead  of  adverse  criticism  of  the 
details  of  the  new  system,  based  on  too  close  an  adherence  to  the  old, 
that  the  criticism  of  the  bureaus  be  invited  on  the  broad  lines  of  success 
or  failure  to  properly  carry  out  the  work  under  their  cognizance  and 
to  properly  accoimt  for  the  expenditure  of  funds  under  their  control. 
A  comparison  of  the  returns  required  by  the  different  bureaus  from 
the  heads  of  departments  under  the  old  s^rstem  shows  the  greatest 
dissimilarity,  some  going  so  far  as  to  require  a  statement  of  every 
article  drawn  for  ea^  job  order,  while  utterly  ignoring  the  equally 
important  matter  of  return  to  store  of  imused  suppli^.  it  is  beueved 
that  a  uniform  and  rational  system  of  reports,  giving  all  necessary 
information  to  the  bureaus,  will  minimize  returns  with  the  attendant 
saving  of  clerical  work  and  will  insure  greater  accuracy.  This  is 
recognized  as  one  of  the  incomplete  details  of  the  new  system  in  the 
department's  Memorandum  for  Conunandants  of  January  25,  para- 

fraph  (c),  and  can  be  unquestionably  met  without  reverting  to  the 
ad  features  of  the  old.  In  order  to  prevent  further  conlplication 
by  the  adoption  of  different  methods  of  bool^eeping  at  different 
yards,  it  is  suggested  that  a  g[eneral  system  be  adopted  by  the  depart- 
ment, which  shall  comply  with  the  necessities  of  the  bureaus  and  be 
in  conformity  with  the  policy  of  consolidation  of  work  and  accounta- 
bility in  the  navy-yards. 

A  close  analysis  of  the  saving  due  to  consolidation  is  now  in  process 
of  preparation,  and  will  be  forwarded,  it  is  hoped,  in  a  few  days.  As 
additional  data  become  obtainable  they  will  be  forwarded  for  the 
department's  consideration. 

Very  respectfully,  C.  F.  Goodbich, 

Rear  Admiral,  U.  8.  Navy, 
GommaridarU  Navy  Yard  and  Station. 

The  Segbetaby  of  the  Navt, 

WaaJiington,  D.  0. 


DAILY  BXCOBD  OP  MSH  UCPLOTXD  A8  SHOWH  OK  LOO  AT  HATT-TAU),  VSW  TOSK,  FOB  HOKTBB  09  VO^klf- 

BKB,  1007,  AMD  MABCR,  19001 

November,  1907, 
[Bydayi.] 


Departments. 


10. 


Yards  and  docks 

Construction  and  repair, 

Steam  engineering 

Equipment 

Ordnance 

Total 

Departments. 

Yards  and  docks 

Construction  and  rspalr., 

Steam  engineering 

Equipment 

Ordnance 

Total 


340 
2,455 

8261 
652, 


4,385 


IL 


see 

mi 


4,s«n 


4.M1I 


12. 


371 
2,672 
8171 
7631 
167} 


^ 


29S  233 

2,32H1  2,3524 

0«15}  — ' 
049t 
149|< 


813        354        351 

2,381     2,501     2,.Vy) 

8211       8.V)I,       ^ 

iG&i;     168 


53 


4,447     4,000il  4,205  |  4,367||  4,642| 


13.        14 


15. 


]&      17.      IS. 


378  374  381  307 
2,004i  2,620  2,626  2,546 
823  I  8311  83;»:  S2/>|l  0 
781f  801|)  82:{}  04^'.... 
166|'      171|,      172  ,      173  I    0 


4,60111  4,754i!  4,708  I  4,836||  4,75411  54 


It* 


362        370 
2,42:^   2,444. 

mm'    «/-/ 

174]-       1741 
4fmi\  4,0^1 


37 


612 

10 

io 

4,503 

60 

MO 

2,4;i 

s:i:i| 


i/a 
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DULY  BICOSD  OF  MSN  SMPL07KD  AS  SHOWV  ON  LOO  AT  NAVT-TABD,  KKW.  TOES.VOB  MONTHa  (»  NOTBM* 

BXB,  1907,  AND  MABCB,  190»-<oontina«l. 
November,  ijM?7--0ontinued. 


Departments. 


Yards  and  docks , 

Construction  and  repair 

Steam  en^dneerlng 

Equipment , 

Ordnance , 

Total 


21. 


323        370 

2,3ft5  I  2,374 

8^-^41  8311 
02G1  963 
18^{      199J 


I 


383 

2,289 

813| 

l,009f 

197 


24. 


2S. 


371 
2,385i 
819 
9961 
195 


37. 


372  394  368 
2,2961  2,345  2,464 
8201  <  643|l  859 
9851  9831  1,010 
198        1961 1      176 


4, 6681   4, 7471  4,601t   63     4,766|   4,672i|  4,762|;  4,877     4,725}  4,8131 


All  departments. 


November  l... 
2... 
8«. 

4.. 

6.. 

6.. 

7.., 

8... 

9.. 
10«. 
11.., 
12... 
13.. 
14... 
16... 
16... 
17«. 
18... 
19... 
20... 
21.., 
22... 
28... 
24a. 
25.., 
26... 
27... 
28... 
29... 
30... 


1907. 


a^day  total 

Average  number  of  men  per  day. 


No.  of  men. 


4,385 

4,341i 

53 

4,447 

4.0901 
4,205 
4,3<i7J 
4.('>42ji 
4,502 
66 


4,798 
4.X3t>| 
4,7541 

54 
4,612Z 
4,680J 
4.7285 
4.M8J 
4.7471 
4,691| 

63 
4,7m 
4,6721 
4,762l 
4,877 
4,726j| 
4, 8131 


120,3821 
4,630 


Manufacturing  department 


March  1. 
2. 
3. 
4. 

5. 

6. 

8. 

9. 
10. 
11. 
12. 
13. 
15. 
16. 
17. 
18. 
19. 
20. 
22. 
23. 
24. 
25. 
26. 
27. 
29. 
30. 
31. 


1909. 


27-day  total... 
1-day  average. 


Average  number  of  men  per  day. 


No.  of 


8.0491 
2,922 

2|84ot 
3,050 
3,112 

3,on| 

3,071 
8.194 

8,298 

3,097 

3,311 

3,359 

3,3501 

8,415 

3, 4701 

3,456 

8,460 

3.517 

3,510i 

8,248| 

3.547 

3.548i 

3,577 

3,600 

8,571| 


89,017| 
3,297 


85,7204 
8,297j 


*  « Sundays. 

Total  number  of  days  worked,  November.  1907 120,882| 

Total  number  of  days  worked,  March,  1909 85,720 

Increase  of  November.  1907,  over  March,  1009. 84,6621 

Gain,  per  cent,  1909  over  1907,  28.79. 
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Men  employed  In  all  departments,  November  30, 1907. 

Men 
em- 
ployed 

In 
manu- 
fartur- 
ingde- 
part- 
ment 
March 
31,1909. 

1907 

in 

excess 

of 
1909. 

Trades. 

Con- 
stnio- 
tlon 
and 
repair. 

Steam 
engi- 
neering. 

Equip- 
ment. 

Ord- 
nance. 

Yards 

and 

docks. 

Total. 

1000 

m 

excess 

of 
1907. 

P^lf,<;tn(th!f 

38 

17 
49 
97 

36 

8 

7 

1 

90 

17 

49 

97 

4 

20 

85 

147 

1 

66 

151 

457 

5 

74 

31 

69 

1 

1 

468 

1 

1 

2 

4 

630 

29 

150 

45 

88 

87 

209 

t>8 

152 

75 

148 

93 

7 

28 

9 

12 

1 

12 
436 
61 
17 

76 
14 
38 
72 

33' 

b5 
107 

1 
32 
77 
270 

4 
75 
36 
46 

1 

'■  *329' 

1 

1 

2 

5 

491 

33 

111 

26 

86 

64 

152 

137 

70 

54 

149 

104 

4 

18 

21 

11 

1 

6 

375 

54 

17 

16 
3 
11 
26 

4 

26' 

40 

• 

BkKk  maK'ers 

Boiler  makers 

Box  mftkflr^ ,     , .    .  .    , 

4 

Calkers,  wood 

20 

85 

109 

1 

13 
151 
106 
2 
29. 

.  ..    1 

13 

Calkers,  chipper  iron 

Carpenters  and  joiners 

Cooper 

4 

11 

14 

9 

Coppersmiths 

50 

3 

34 

74 

181 

1 

23" 

Drillers 

Electricians 

6" 

338 
3 
6 
31 
14 

1 

13 

Electropiateis 

Engine  tenders  and  flremea. . 
Flag  "takers      

4 

30 

1 
6 

Galvanized-Iron  workers 

65 

1 



Gas  fitter 

Gardener 

1 
14 

1 
139 

Helpers,  general 

257 

27 

163 
1 

7 

Instrument  maker 

Hoiseshoer 

1 
2 
4 
6 
27 

Harness  makers... 

Hostlers 

'"'*i39' 

39" 

20 

2 

23 

67 

82* 

21 

3" 

10 

i' 

1 

Machinists 

151 

1 
47 

307 

1 
97 

94 

72 

Masons,  etc 

4 

Moiders 

6 

Ordnance  men 

45 

i" 

ii' 

11 
3 

PalntArs 

72 

14 

206 

48 

140 

2 

144 

92 

7 

2 
63 

3 

8 

Patternmakers 

Plumbers » 

Riggers 

6 

14 
10 
73 

4 

60 

Riveters 

2 

Sallmakers .......... 

Ship  fitters 

1 

Shlnwriehts 

1 

11 

Spar  makers 

Steam  fitters 

22 

1 
3 

6 
6 
12 

1 

Tin  roofers 

i2 

Wharf  builders 

Wheelwright 

Wlm^workers 

12 
231 
35 



7 

60 

Laborers.    ...... 

41 

26 
2 

2 

7 

136 
7 
17 

Ship  keepers  and  watchmen. 
Teamsters 

8 

Totol 

2,231 

661 

820 

160 

319 

4,187 

3,272 

1,035 

120 

Difference  in  number  of  men. 
Difference  in  wages 


915 
176,686.60 


Non.-8oe  Exhibit  E. 
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o. 

April  19, 1909. 
The  attached  memorandum  shows  not  only  the  different  trades  in  which  men  are 
employed  in  the  manu&cturing  department,  but  also  the  number  employed  in  each 
class  and  the  rate  per  cent  of  the  first  class  men  to  the  total  number  in  each  trade: 


Tradn. 

First 
class. 

Second 
class. 

Third 
class. 

Fourth 
class. 

TotaL 

Rate  per 

cent  of 

first  class. 

Machinists 

148 

1 

6 

158 
1 

82 

24 

362 

2 

1 

8 

11 

8 

47 

5 

85 

7 

344 

6 

61 

93 

29 

24 

19 

17 

34 

20 

14 

55 

8 

5 

2 

9 

85 

9 

1 

2 

66 

72 

47 

37 

2 

62 

2 

2 

9 

82 

11 

4 

8 

1 

1 

2 

14 

1 

44 

6 

93 

66 

11 

80 

7 

1 

3 

1 

2 

194 

115 

20 

13 

12 

1 

52 
18 
2 
4 
1 

10 
7 
4 
4 

4a8 

Tool  dresa^n                                        .  ...... 

60 

100 

Tool  mftkers.. • 

1 
8 
2 
7 
2 

16 

1 

120 

2 

31 

40 
7 

21 
4 
7 

19 
1 

1 
3 

1 

75 

3o78    .                   .          

Die  sinkers ......  ^ 

3 

40 

2 

17 

6 

205 

4 

30 

61 

22 

1 

11 

10 

4 

19 

14 

34 

3 

8 

2 

9 

28 

fi 

1 

1 

31 
46 
25 
25 

2 

33i 

Helnen.  machinists' 

85 

Btifrers  and  polishers 

1 
2 

40 

Bnzlne  tenders 

48| 

Mechanical  stoker  attendants 

86^ 

Helners.  general 

17 

2 

60 

Heln4»rs  lahoratorians'     .: ., 

67 

Galkers  and  chl oners 

40 

Drillers             '* 

2 

55 

Riveters 

76 

Rl  vet  heaters 

2 
2 

4 

Holders  on 

2 

68 

Furnace  men  ....1 

50 

Flag  makers ...t 

6 

5 

12 

95 

Coal  passers 

100 

Pattern  makers 

is 

4 
2 

6 

62 

Shlnsmlths 

1 

87 

Blacksmiths , , 

60 

Hammermen 

100 

Helpers,  blacksmiths' 

100 

Helners.  shin  smiths' 

7 
2 

80 

Angle  smiths. 

1 

1 

55 

Foreer.  heav  v 

100 

1 

11 
9 

50 

Plumbers 

i 

6 

47 

Helpers,  plumbers' 

64 

Boilermakers 

8 
3 
2 

3 

63 

Helpers,  boiler  makers' 

67 

Flange iumors...... 

Painters 

53 

1 
2 
0 
45 

7 
4 
7 
1 
1 
2 

13 
1 

28 
6 

41 

18 
7 

68 
7 
1 
3 
1 
2 

20 

27 
2 
2 
4 
1 

52 

18 
2 
4 
1 

10 
6 
4 
4 

7 

1 

2 

86 

Letterers and  eralners .................... 

60 

HelTMvs.  nainters' 

100 

Vamishers  and  nolishers 

* 

100 

Bblpwrights 

33 

4 

\ 

2 

62 

Helnors.  shlnwrichts' 

64 

flTVLrmAirAm 

100 

MiUmeo 

1 

87 

Wheelwrlffht 

100 

Band^aw  flier 

100 

Saw  flier 

100 

Block  makers. r, 

1 

93 

Qooper     .............. 

100 

Calker  wood 

16 
1 
35 
21 
3 
7 

63 

Oakiim  spinr«ers 

83 

Shlpfitters 

9 
25 

8 
2 
1 
5 

44 

Helber  shiofitters 

27 

PiinnhAr  and  shearers      ....         ... 

63 

Joiners 

85 

Carpenters 

100 

HeliMr  camenters 

100 

Helper  joiners 

100 

Unholsterers 

100 

Turners 

100 

Machinists,  electrical 

49 
42 
14 
11 
5 

54 
25 

4 

71 
21 

10 

Mechanics,  elpotriral 

24 

Helners.  electrical  ..  ..        

10 

Cranemen 

15 

Wiremen 

1 

2 

83 

Underynnound  C.  8............. 

100 

Sailmakers 

100 

Teamsters 

100 

Harness  makers 

100 

Hostlers                             

100 

Horseshoer 

100 

Wharf  builders                 

100 

Brick  masons 

1 

86 

Stone  masons                    

100 

Stone  outteis 

100 
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TndM. 

First 
dan. 

Second 

Third 
ctaM. 

Fourth 
olaM. 

TotaL 

Ratepv 

cent  of 

flratolam 

PSTBfB                                          ................. 

8 
1 
1 
2 

10 
9 

12 
S 
1 
7 
7 

20 
3 

11 

8 

1 

1 

2 

10 

14 

26 

6 

18 

20 

17 

43 

8 

16 

9 

4 

60 

•    11 

63 

46 

96 

363 

8 

7 

1 

100 

RUniOAre                                     ..,rTT--r-,--r-r 

100 

Slaters                         

100 

100 

TTod  nAirlMTS                        .....■•.•...•.••>. 

100 

6 
10 

64 

BoAt  builders                 

1 

2 
2 
3 
2 

48 

HAlnem  boat  builder         

60 

3 

11 
10 
11 

1 
4 
8 

11 

»? 

CoOUMBIllltbs            ..........•.........>•.. 

Heitmr  coDDersmitlui       .................. 

41 

O a1  vAnlMQ-lron  workers  .-.-r- tr-, 

9 

1 

1 
1 

1 

8 
8 

40 

Wlreworkers 

37 

gtM^m    flttAK      T  .  r  .,  T  .  T  .,,.... . 

60 

Pip6  ooverers.. 

Blectroplatexs 

2 
36 
0 
47 
23 
16 
833 
8 
7 
1 

1 
2 

60 

Holders 

22 

1 

6 

22 

81 

20 

60 

Core  makers 

1 

82 

Helper  molden 

80 

Riggers 

9 

1 

61 

Helper  riggers 

16 

Laborers 

94 

Swltchznen 

100 

Janitors 



100 

Cterdenen 

100 



Total 

1,837 

3,2n 

Rate  per  cent  of  first-class  men  to  total  nomber  of  men,  66.16. 
Does  not  include  oivil-aervloe  employees  or  foramen. 


D. 


Navy- Yard,  New  York,  April  tO,  1909. 

Number  of  men  in  achedulee  A  and  B,  February  1, 1909 2, 652 

Called  in  since  February  1, 1909 1, 010 

Reported  since  February  1, 1909 736 

3  387 
Discharged  since  February  1, 1909 UlO 

2,977 
Reemployed  since  February  1, 1909 240 

Number  of  men  March  26, 1909 3,217 

Number  of  apprentices  March  26, 1909 121 

Number  of  men,  classified  service 4M) 

Total , 3,788 


B. 

The  following  is  a  statement  of  total  labor  chaxiges  as  taken  from  pay  rolls  for  the 
months  of  November,  1907,  and  March,  1909,  including  new  work: 

Nov€7nher,  19€7, 

Gonfltruction  and  repair  department 1192, 415. 13 

Steam  engineering  department 65, 636.  92 

Yards  and  docks  department *. 28,052.18 

Ordnance  department 18,601.89 

Equipment  department , 71, 951.  84 

Total 376,657.96 
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March,  1909. 

Total  of  pay  roll,  including  iimpectois' civil  force 1278,508.63 

Difference 98,149.43 

(See  Exhibita  A  and  B.) 

Average  cost  per  day  per  man,  March,  1909 $3. 10 

Average  cost  per  day  per  man,  November,  1907 3. 01 

Note. — Average  wages  have  increased  at  least  10  per  cent  from  November,  1907,  to 
March,  1909;  therefore  if  the  time  of  November,  1907,  was  paid  for  at  rates  of  March, 
1909,  the  average  cost  per  day  per  man  would  be  $3.31. 

Using  this  figure  for  November,  1907,  the  total  would  be 414, 196.  85 

Lees  pay  roll  for  March,  1909.  asabove 278,508.53 

Or  a  difference  of 135,688.32 

P. 

The  following  is  a  record  of  the  cost  of  the  hired  teams  as  shown  on  the  rolls  of  the 
different  departments  for  the  months  November,  1907,  and  March,  1909,  the  govern* 
ment  teams  oeing  the  same  number  (17)  in  March,  1909,  as  in  November,  1907. 

Hired  teamt. 


Doable. 


Blnsle. 


1  departments,  November,  1007: 

Construction  and  repair 

Steam  enifineering 

Equipment 

Ordnance 

Supplies  and  accounts 

Yards  and  docks 


181 
37 
651 
13t 
54 
48 


100 
78 


1 
148 


Total 

Manufacturing  department,  March,  1909. 


1751 


333 
153 


Difference. 


223| 


180 


This  will  show  a  saving  as  follows: 

Hired  teams,  double,  223i,  at  $3.95  each $882.93 

Hired  teams,  single,  180,  at  $2.50  each 450.00 

1,332.93 

The  following  are  figures  showing  saving  in  labor  and  material  in  the  operation  of 
powerhouse,  building  No.  41,  since  the  consolidation: 

In  the  operating  force,  as  obtained  from  the  records  and  the  men  in  chaige,  the 
watches  for  the  month  of  January,  1909,  were  as  follows: 

12  midnight  to  8  a.  m. $25. 44 

8  a.  m.  to  4  p.  m 29.44 

4  p.m.  to  12  midnight 24.24 

Total 79,12 

The  present  operating  force  is  as  follows: 

12  midnight  to  8  a.  m 18.96 

8  a.  m.  to  4  p.  m 18.72 

4  p.m.  to  12  midnight 18.72 
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This  saving  in  labor  is  accounted  for  by  the  discharge  of  men  on  February  18, 1909, 
amounting  to  $11.20,  and  the  taking  off  of  watches  two  first-class  and  one  second-claas 
engineer  tenders,  which  amounted  to  $11.52;  total,  $22.72. 

In  taking  the  figures  from  the  time  books  the  results  are  as  follows: 

Job  order  4/411,  operation  of  plant,  January  28,  1909,  chaiges  were  $95.52. 

This  makes  no  allowance  for  repairs,  which  were  charged  to  another  job  order. 

Taking  our  present  operating  charges,  $56.40,  and  adding  the  chaiges  for  repair  force, 
$17.68,  makes  a  total  of  $74.08. 

This  makes  a  daily  savinc  of  $21.44. 

In  operating  liie  power  nouse,  building  123,  the  following  comparison  of  figures 
taken  from  the  time  books  of  the  steam  engineering  department  is  submitted: 

This  plant  was  operated  from  8  a.  m.  to  5  p.  m. 

Actual  labor  chaiges  (not  including  master  electrician)  per  day $17. 68 

Operating  under  consolidation,  actual  daily  labor  chaiigee 10. 72 

Total  saving  in  labor  on  the  3-hour  shift 6. 96 

During  the  operation  of  this  plant  before  consolidation  the  output  of  the  plant  was 
for  use  of  steam  engineering  departaient  only,  an  average  load  of  about  200  kilowatts; ' 
the  output  of  the  plant  wnile  being  operated  since  consolidation  during  the  same 
period  of  the  da^r  was  an  average  of  750  kilowatts. 
The  following  information  regarding  coal  consumption  is  respectfullv  submitted: 
Goal  consumed  in  central  power  plant  during  the  piist  fifteen  and  one-naif  monl^: 


Month  and  year. 


Long  tons. 


Average 

long  torn 

daUy. 


1907. 
December 

1908. 

Jannary 

February 

March 

April 

M^y 

June 

July 

August 

September 

October 

November 

December 

1909. 

January 

Febnuuy 

March 

April  1  to  16,  Inclusive 


2,106 


2,270 

73.2 

2,170 

74.8 

2,110 

68 

1,5(» 

62 

1,100 

36.5 

826 

27.5 

666 

21.1 

830 

26.8 

930 

31 

1,306 

42.1 

2,066 

68.6 

2,958 

96.4 

3,076 

09.2 

2,475 

88.4 

2,147 

68.8 

720 

48 

In  my  memorandum  of  March  2,  1909,  copv  of  which  is  attached,  an  average  daily 
saving  was  shown  in  favor  of  the  month  of  February,  1909,  as  compared  with  January, 
1909,  of  11.07  per  cent,  which  amounted  to  $39.05. 

This  coal  was  saved  by  the  regulation  of  the  heating  systems.  Buildings  had  been 
supplied  with  steam  for  twenty-four  hours  daily.  This  was  immediately  cut  to  ten 
hours  daily. 

In  my  report  (notes  on  consolidation)  the  following  data  were  submitted: 


Month. 


Total 
pounds. 


Total 
long  tons. 


Average 

dally  con- 
sumption. 


January.. 
February. 
March.... 


6,123,900 
6,642,406 
4,809,850 


8,076 
2,476 
2,147 


99  4 

88.4 
60.25 
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The  preeent  coal  consumption,  with  the  additional  load  of  lighting  five  battle  ships 
at  50  kdowatts  each,  or  250  kilowatts,  is  as  follows: 

Operating  power  houses,  buildings  41  and  10:  Tom. 

Average  daily  consumption,  building  41 90 

Average  daily  consumption,  building  10 44 

Operating  power  houses,  steam  engineering,  and  building  10,  total 134 

For  power,  and  building  41  for  heating  and  fire  pumps: 

Average  daily  consumption,  steam  engineering 20 

Average  daily  consumption,  building  10 57 

Average  daily  consumption,  building  41. , 35 

Total 112 

This  is  a  saving  of  22  tons  per  day,  at  $3.50  per  ton— $77.    This  saving  in  coal  can  be 

accounted  for  by  combining  with  the  saving  in  heating  the  high  efficiency  of  the 

steam  engineering  plant  as  a  whole  as  compared  with  the  present  plant  in  building  41. 

-     The  following  is  power  consumed  by  the  fleet  from  April  1  to  April  15,  inclusive, 

and  the  coal  figurea  at  the  rate  directed  by  the  commandant: 


Ship. 

Number  of 
days. 

KUowatt 
hours. 

Coal,  ac- 
tual tons. 

Coal,  tons 
charged  for. 

Cost 

Connecticut  *  ••••••..•.••••••••••••••.••••• 

9 
15 
15 
15 
12 
15 
15 
13 
18 
13 

6 

13,859 

15,036 

22.347 

19,048 

8,074 

1,980 

495 

1,617 

1,469 

270 

471 

29.8 

31.9 

47.4 

40.4 

17.12 

4.2 

1.05 

3.45 

3.14 

.58 

1.0 

59 
04 
95 
81 
34 

2 

t206.60 

Ohio  

224.00 

Rhode  Island 

332.60 

Nebraska 

283.50 

AlabamA  .»,---, 

119.00 

Yankton 

28.00 

Wasp     

7.00 

Massachusetts 

24.50 

Vestal 

'iS 

Baltimore     

Newport. 

7.00 

Total 

1.266.50 

This  is  in  explanation  of  why  the  coal  consumption  does  not  show  a  relative  decrease 
lor  this  month  but  it  will  finally  be  paid  for  by  the  fleet. 


The  following  statement  shows  the  number  of  clerks,  stenographers,  and  messen- 
gers employed  in  the  different  departments  during  the  month  of  January,  1909,  and 
the  number  of  clerks,  stenographers,  and  messengers  employed  in  the  manufacturing 
department,  together  with  the  clerks  assigned  to  the  different  inspectors: 

January,  1909:  Clerks. 

Construction  and  Repair 66 

Steam  Engineering 33 

Equipment 26 

Ordnance 8 

Yards  and  Docks 18 

Total 151 

March,  1909: 

Manufacturing  department 135 

Inspector  of  machinery 3 

Inspector  of  equipment 6 

Inspector  of  ordnance 3 

Inspector  of  public  works 6 

Total 153 

Ib:hibit  **^."— Exhibit  "A"  shows  the  daily  record  of  all  men  employed  in  the 
five  departments,  as  shown  on  the  log  at  the  navy-yard,  New  York,  for  &e  months 
of  November,  1907,  and  March,  1909.    The  month  of  November,  1907,  shows  the  num- 
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ber  of  men  employed  by  each  department,  and  the  total  for  each  day  during  the  month; 
while  the  month  of  March,  1909,  shows  the  total  number  of  men  employed  m  the  manu- 
facturing department  for  each  day,  and  the  total  number  of  days  worked  for  each 
month — ^i.  e.,  for  November,  1907,  and  March,  1909. 

Exhibit  "B."— Exhibit  **B"  shows  the  number  of  men  employed  under  the  trades 
of  each  department  for  the  month  of  November,  1907,  and  the  total  number  of  men 
employed  oy  the  manufacturing  department  in  the  trades  for  the  month  of  March,  1909; 
2.ho  the  excess  of  1907  over  1909,  and  1909  over  1907.  The  helpers  in  each  trade  are 
adv. id  to  the  trades  to  which  they  belong.  This  does  not  snow  the  civUnservice 
employees. 

Exhibit "  C.** — Exhibit "  C  "  shows  the  number  of  men  employed  in  the  manufactur- 
ing department  under  the  trades  in  each  class,  with  the  rate  per  cent  of  the  first-class 
men  to  the  total  in  each  trade.  Under  this  head,  masters,  quartermen,  leading  men, 
and  apprentices  are  omitted. 

Exhioit  "D." — Exhibit  *'D"  shows  the  number  of  men  employed  and  dischaiged 
during  the  period  between  February  1,  1909,  and  March  26,  1909;  also  the  number  of 
apprentices  and  the  number  of  employees  in  the  classified  service. 

Exhibit  "JS." — Eidiibit  "E"  shows  the  total  amount  of  the  pay  roll  for  all  depart- 
ments for  the  months  of  November,  1907,  and  March,  1909,  together  with  the  amount 
of  money  expended  on  the  U.  S.  S.  Veatal  and  the  U.  S.  S.  Florida,  and  their  differ- 
ences 

Exhibit  "^."—Exhibit  "F"  shows  a  saving  of  $1,332.92  on  teams  for  the  months  of 
March,  1909,  over  the  month  of  November,  1907.  The  same  number  of  government 
teams  (17)  were  employed  in  November,  1907,  and  March,  1909.  The  hired  teams 
under  the  schedule  of  November,  1907,  show  the  number  of  hired  teams,  both  double 
and  single,  used  by  each  department,  and  the  total  number  used  by  the  manufacturing 
department  for  March,  1909.  In  addition  to  the  r^ular  yard  work  incidental  to  the 
repairs,  etc.,  going  on  in  the  fleet^  the  building  of  the  Florida  and  the  general  yard 
work;  this  month  had  much  additional  teaming  work  due  to  the  removal  and  dis- 
mantling of  machine  shops  located  in  building  No.  14  (old  yards  and  docks  shop), 
building  No.  13  (old  ordnance  shop),  and  building  No.  9  (old  equipment  shop),  and 
locating  the  same  in  construction  and  repair  and  steam  engineering  machine  shops; 
the  transferring  of  the  electrical  shops  of  ec^uipment,  building  No.  9,  to  building  No. 
131,  and  the  transferring  of  the  galley  and  rigging  shops  from  building  No.  22  to  build- 
ings Nos.  12  and  131. 

Exhibit  "G."— Exhibit  "G  "  shows  a  saving  of  $22.72  per  day  on  the  operating  force 
of  the  old  power  plant,  and^  also  shows  the  total  saving  of  coal^  of  22  tons  per  day  at 
$3.50  per  ton=$77,  or  a  grand  total  of  $99.72  per  day. 

Exhibit  "jy." — Exhibit  "H*'  shows  the  cost  of  tne  clerical  force  employed  in  No- 
vember, 1907.  by  the  five  departments  as  compared  with  the  clerical  force  employed 
by  the  manuMicturing  department  in  1909  and  by  the  inspecting  offices,  from  which 
it  will  be  seen  that  the  clerical  force  of  the  present  manufacturing  department  is  lees 
than  that  of  the  five  departments.  When  consolidation  bcRan,  the  clerks  were  re- 
quired to  work  overtime,  but  this  they  did  cheerfully;  now  were  is  no  overtime,  and 
pay  rolls  and  other  routine  reports  are  prepared  on  time. 

No.  5947-SD.] 

Navy- Yard,  New  York,  April  SO,  1909. 
Sir?  1.  In  addition  to  the  information  already  furnished  you,  I  have  the  honor  to 
submit,  for  the  purpose  of  affording  comparison  between  what  was  done  prior  to 
consolidation  and  what  is  being  performed  under  consolidation,  the  various  attached 
statements,  which  are  based  on  tne  cost  of  work  performed  when  the  fleet  was  under- 
going repairs  at  this  yard  in  the  fall  of  1907,  prior  to  its  trip  to  the  Pacific,  and  the 
cost  of  work  at  the  present  time.  The  month  of  November,  1907,  and  March,  1909, 
are  chosen  as  typical:  The  former  month  was  very  busy,  on  account  of  work  on  the 
Vestal f  and  the  endeavor  to  ^t  the  fleet  away  on  time;  and  during  the  latter  month 
there  was  in  progress,  in  addition  to  repairs  to  five  of  the  vessels  of  the  fleet,  the  con- 
struction of  tne  battle  ship  Florida^  and  much  work  in  connection  with  the  consoli- 
dation of  shops,  such  as  tearing  down  old  buildings,  removing  tools  and  machines 
from  abandoned  shops,  and  reinstalling  and  rearranging  the  same  in  the  shops  to 
which  they  were  assigned. 

Very  respectfully,  W.  J.  Baxtbr, 

Naval  Constmctor,  U,  8.  Nwy^ 
Manager  Manyfactwing  Departmmt, 
The  Commandant^ 

Navy-  Yard,  New  York. 
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No.  228.] 

United  States  Navy- Yard, 

PhiladelpMa,  Pa.,  April  16,  1909. 

Sir:  1.  Inaccordance  with  the  department's  letter  No.  271 74-B-ll 
of  April  12,  received  April  15,  I  have  to  submit  the  following  report 
on  the  present  status  of  shops  and  work  at  this  yard  as  the  result  of 
the  recent  reorganization  of  the  yard.  It  is  presumed  that  the 
reorganization  referred  to  is  the  change  produced  by  General  Order 
No.  9,  the  department's  memoranda  for  commandants  of  January 
25  and  February  18,  and  the  department's  letter  to  the  commaaidant 
of  this  yard  of  February  17 : 

2.  Categorical  answers  to  the  numbered  questions  of  the  depart- 
ment's letter  follows: 

(1)  In  one  shop,  equipment,  on  lower  floor  of  building  No.  10. 

(2)  To  construction  and  reoair  machine  shop,  building  No.  3,  and 
new  electrical  shop,  building  sio,  25. 

(3)  One  shop,  equipment,- lower  floor  of  building  10. 

(4)  New  electrical  shop,  building  No.  25. 

(5)  Steam  engineering  boiler  shop,  south  wing  of  building  No.  18 
and  equipment,  coppersmith  shop,  west  end  building  No.  29. 

(6)  Boiler  shops  transferred  to  outside  ship-fitters'  shop,  building 
No.  12.  Equipmetit^  coppersmith  shop,  consolidated  with  steam 
engineering  coppersmith  shop. 

(7)  and  (8)  None. 

(9)  Vacated  spaces  are:  (a)  Lower  floor  of  building  No.  10,  to 
be  used  for  consolidated  offices ;  (6)  west  end  of  building  No.  29,  to  be 
used  for  emergency  macliine  shop  for  reserve  basin;  (c)  south  wing 
of  building  No.  18^  to  form  part  of  consolidated  machine  shop. 

(10)  No  change  on  location.  Inspector  of  equipment  is  in  building 
No.  10;  inspector  of  machinery  in  building  No.  17;  inspector  of  ord- 
nance in  building  No.  26;  anci  inspector  of  public  works  in  building 
No.  1. 

(11)  No  positive  comparison  of  figures  for  so  short  a  time  is  pos- 
sible, due  to  the  constant  varying  of  load  conditions  in  the  power 
plant.  The  same  boilers,  engines,  generators,  mechanics,  etc.,  are 
employed  now  as  were  employed  prior  to  February  1.  The  machinery 
of  the  new  power  plant,  except  a  few  pumps,  was  unsatisfactory,  has 
been  condemned  and  ordered  to  be  removed.  New  machinery  and 
additional  boilers  are  under  contract  and  have  not  yet  been  installed. 
The  coal  and  ash  handling  plants,  also  under  contract,  have  not  yet 
been  installed. 

(12)  Inspection  is  separated  into  four  divisions:  (a)  Work  on 
ships  out  oi  commission,  stores,  etc.,  manufactured  at  the  yard,  made 
hj  the  inspectors  attached  to  the  yard.  (6)  Work  on  slups  in  com- 
mission, made  bv  officers  attached  to  the  ships  appointed  bycommantl- 
ing  officers,  (c;  Inspection  of  ordinary  supplies,  made  by  officers 
attached  to  the  manufacturing  department,  (d)  Inspection  of  spe- 
cial articles  and  apphances,  made  oy  officers  appointed  by  the  com- 
mfitndant. 

For  articles  and  work  under  (a),  job  orders  are  issued  and  dupli- 
cates sent  to  the  yard  inspector  concerned.  The  job  order  does  not 
give  either  the  estimated  cost  of  the  work  on  commencement  or  its 
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completed  cost  on  completion,  and  so  far  as  an^  inspection  in  relation 
to  economy  of  expenditure  is  concerned  the  inspector  has  no  infor- 
mation furnished  nim.  Work  may  or  may  not  be  commenced  when 
the  job  order  is  received.  In  the  case  of  small  orders,  it  may  be  fin- 
ished. The  manager  gets  out  the  plan  without  reference  to  the 
inspectors;  the  inspectors  may  or  may  not  criticise  the  plan;  such 
criticism  is  unnecessary.  ''Manufacture  must  precede  inspection; 
inspectors  are  not  required  until  manufacture  has  been  either  com- 
menced or  completed.''  The  inspector  has  nothing  to  do  with  esti- 
mates. But  little  work  has  been  done  under  tms  heading  since 
February  1. 

On  work  under  heading  (&),  the  yard  inspector  is  supposed  to  be 
notified  so  that  he  may  make  pertinent  remarks  and  consult  with  the 
manager  as  to  the  estimate.  As  a  matter  of  fact,  practically  all  work 
being  done  in  this  yard  under  this  head  is  being  done  in  ''advance  of 
estimates/'  and  no  estimate  for  such  work  on  the  Geor^  or  the 
Kansas  has  yet  reached  the  commandant.  The  inspection  of  the 
work  on  board  the  ship  or  in  the  shop  is  by  the  ship's  officers,  desig- 
nated by  the  commanding  officer.  The  yard  inspector  has  nothi^ 
to  do  with  such  inspection.  It  is  doubtful  if  much  of  this  work 
receives  any  shop  inspections. 

Work  under  ciass  (c)  is  usually  turned  over  to  the  shop  foremen. 
This  is  bad  practice.    The  work  should  be  done  by  an  officer. 

Work  under  class  (d)  is  usually  assigned  to  the  inspector  concerned. 

The  only  record  of  work  kept  is  the  job  order  card,  which  is  marked 
**0.  K."  when  work  is  completed.  The  inspectors  have  no  civilian 
assistants  except  typewriters  (one  apiece),  except  the  inspector  of 
public  works,  who  has  such  force  as  is  required  for  his  supervision  of 
contract  work. 

(13)  There  appears  to  me  to  be  no  check  as  to  extravagance  or 
wastefulness.  Inaccuracy  may  be  avoided  if  discovered  by  the 
inspector  before  the  fault  is  past  remedy.  Numerous  instances  have 
been  brought  to  my  attention  where  the  cost  of  work  has  been  unrea- 
sonable, due  to  a  lack  of  technical  knowledge  and  intelligent  super- 
vision. 

(14)  The  inspector  has  such  opportunities  of  acquiring  a  superficial 
knowledge  of  manufacturing  and  repair  work  and  mechanical  proc- 
esses as  can  be  obtained  from  merely  looking  on.  He  has  no  oppor- 
tunity of  obtaining  a  close,  intimate,  and  valuable  knowled^  of  either 
of  these  items,  such  as  is  obtained  in  the  designing  and  estimating  of 
cost  and  the  superintending  of  the  manufacture.  He  is  not  respon- 
sible for  the  methods  pursued,  only  for  the  finished  work.  He  has  no 
authority  to  change  the  method^  though  he  may  not  consider  it  an 
economical  one.  The  value  of  his  suggestions  and  opinions  in  regard 
to  the  development  of  the  outfit  under  his  inspection  will  decrease 
rapidly  imder  the  present  system,  and  officers  who  have  not  had  a 
practical  manufacturing  experience  imder  the  old  system  will  be 
useless  as  inspectors  under  the  new.  I  consider  the  present  system 
very  inferior  m  this  respect  to  the  system  it  superseded.  It  does  not 
compare  favorably  witn  the  inspection -of  work  at  private  establish- 
ments. At  these  establishments  the  inspectors  have  their  regular 
staff,  draftsmen,  and  clerks,  and  all  correspondence  goes  through 
them  or  emanates  from  them.    All  drawings  and  plans  and  changes 
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from  specifications  must  be  approved  by  them,  and  they  feel  and 
have  responsibihty  in  the  matter.  Under  the  present  system  the 
inspector  has  no  control  and  feels  no  responsibihty. 

(i5)  The  shops  are  open  to  the  inspectors,  but  without  a  large 
increase  in  the  inspection  force  it  is  impossible  for  them  to  follow 
the  large  amount  of  work  in  various  shops  at  different  stages  of  de- 
velopment. The  inspector  must  depend  on  his  own  initiative  inspec- 
tion and  observation  to  form  any  opinion  of  the  work  that  is  being 
performed,  and  the  only  information  obtained  of  the  receipt,  transfer, 
condition,  or  disposal  of  material  is  such  as  is  obtained  h^om  such 
observation  and  from  copies  of  material  stubs  received  frequently 
ten  days  following  the  expenditure  of  the  material.  Personal  mspec- 
tion  must  also  be  depended  upon  to  determine  whether  the  worK  is 
manufactured,  assemoled,  or  installed  in  strict  accordance  with  re- 
quired standards  or  direction  of  the  bureaus.  It  is  emphasized,  in 
tiiis  connection,  that  yard  inspectors  do  not  inspect  work  done  on 
ships  in  commission.  In  general,  inspection  is  unsatisfactory.  There 
is  but  little  shop  supervision,  the  inspector  can  not  be  everywhere, 
and  practical  good  results  depend  on  foremen  and  leading  men  in  the 
fidhops. 

(16)  The  present  system  is  inferior  to  the  old  for  the  detection  of 
errors  or  mistakes  in  the  work.  Many  of  the  reasons  for  this  inferi- 
ority are  apparent  from  the  answers  to  questions  14  and  15  above. 
Errors  under  the  present  system  may  be  easily  concealed  from  the 
inspectors.  In  public  works  the  probability  of  concealed  error  is 
particularly  great.  The  Government  would  not  accept  work  done 
Dy  contract  m  which  the  details  of  construction  were  not  observed 
by  inspectors.  Results,  especially  in  foundation  work,  can  seldom 
be  tested  properly  for  montns  after  completion.  Supervision,  there- 
fore, is  essential. 

3.  Referring  to  paragraph  2  of  the  department's  letter,  no  actual 
saving  in  space  has  been  effected.  The  spaces  now  vacant,  viz, 
lower  floor  of  building  No.  10.  west  end  of  building  No.  29,  and  south 
end  of  building  No.  18,  are  all  to  be  filled  by  the  proposed  plans  for 
further  consolidation.  Some  additional  spaces  win  be  gained  in  the 
future,  but  these  will  be  required  for  increasing  the  storage  facilities 
of  the  general  storekeeper's  department.  There  is  every  reason  to 
suppose  that  the  demands  on  this  station  will  necessitate  a  very 
liu*ge  increase  in  its  facilities  for  doing  work,  it  being  the  only  station 
on  the  Atlantic  coast  that  has  not  a  very  limited  water  front,  incapable 
of  expansion. 

4.  It  is  my  opinion  that  the  probable  conclusion  of  the  recent 
reoi^anization  will  be  to  diminish  efficiency  and  economy  in  doin^ 
work,  now  and  hereafter,  on  account  of  the  elimination  of  technicd 
and  professional  knowledge  in  the  engineering  branches  of  electricity, 
steam  machinery,  ordnance,  and  public  works.  This  elimination  of 
technical  knowledge  in  the  above  branches  is  further  found  to  react 
unfavorably  upon  the  fleet,  both  as  to  its  upkeep  and  to  the  improve- 
ment of  the  design  of  appliances  and  devices  used  afloat. 

Very  respectfully, 

E.  C.  Pendleton, 
Rear-Admiraly  U.  8.  Navy,  Commandant. 

The  Assistant  Seobjbtabt  of  thk  Navy. 
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Navy-Yard, 
Philadelphia,  Pa,,  May  26,  1909. 
Sir  :  1 .  Upon  the  eve  of  my  retirement  from  command  of  this  navy- 
yard  and  from  all  other  active  service,  I  conceive  it  to  be  my  duty  to 
submit  for  the  department's  consideration  certain  remarks  on  the 
report  of  the  board  on  regulations,  a  copy  of  which  report  was  handed 
to  me  by  the  honorable  Secretary  of  the  Navy  while  1  was  in  attend- 
ance at  the  conference  of  commandants  at  the  Navy  Department  on 
the  19th  instant. 

2.  My  service  of  forty-five  veal's  in  the  navy  must  have  been  ren- 
dered in  vain  and  I  must  have  profited  little  bv  that  service  if  my 
opinions  are  now  of  no  value  to  the  Secretary  wno,  on  his  entry  into 
office,  fiiids  himself  confronted  by  perplexing  problems  of  organiza- 
tion and  administration  in  the  solution  of  wiuch  he  naturally  turns 
for  aid  and  information  to  those  officers  of  the  service  who,  through 
thmr  age  and  experience,  may  be  expected  to  hold  views  based  on 
such  experience  and  possessing  a  value  in  some  degree  proportional 
to  its  length  and  breadth. 

3.  The  Secretary  is  doubtless  beset  by  many  difficulties  and  em- 
barrassments, among  which  not  the  least  may  be  the  difficulty  of 
selecting  from  the  diverse  views  and  opinions  urged  upon  him  by 
those  wnich  are  least  dictated  or  colored  by  personal  or  class  ambi- 
tions and  prejudices.  I  venture  to  hope  that  my  views,  coining  from 
an  officer  of  ripe  experience,  who  is  at  the  end  of  his  active  career, 
when  there  remains  nothing  of  personal  desire  or  ambition  to  be 
gratified,  no  personal  ends  to  be  gained,  may  have  a  weight  with  the 
Secretary  which  might  not  be  given  to  the  same  views  if  presented 
by  one  less  favorably  circumstanced  in  respect  of  those  conditions. 

4.  It  is  understood  that  the  Secretary  has  decided  to  give  imme- 
diate effect,  by  department  order,  to  tnose  recommendations  of  the 
board  on  regulations  which  were  unanimously  made,  but  to  defer 
action  on  those  recommendations  in  division  A,  which  were  dissented 
from  by  the  minoritv  of  the  board,  and  on  all  recommendations  in 
division  B.  While  the  board  on  regulations,  in  paragraph  5  of  its 
report,  states  "  the  board  is  decidedly  of  the  opinion  that  the  changes 
recommended  under  A  are  not  sufficient,  and  that  those  recom- 
mended under  B  are  necessary  for  efficiency,  and  that  thev  do  not 
conffict  with  the  general  plan  of  consolidation,  as  already  authorized." 
It  is  no  part  of  my  duty  or  intention  to  suggest  to  the  Secretary  any 
change  in  his  announced  plan  of  action  with  respect  to  these  recom- 
mendations. 

5.  It  is  with  the  minority  report,  signed  by  the  chief  constructor, 
and  with  the  additional  report  of  the  Paymaster-General,  both  dis- 
senting in  some  essential  matters  from  the  report  of  the  majority, 
that  I  desire  to  deal  particularly,  as  I  consider  the  arguments  advanced 
therein  to  be  specious  and  sophistical  and  the  conclusions  drawn  there- 
from to  be  false  and  harmful. 

6.  The  obiections  to  the  report  of  the  majority  of  the  board  which 
are  advancea  by  the  chief  constructor,  which  objections  form  the  basis 
of  the  minority  report,  may  be  briefly  summanzed  as  follows: 

(1)  Objection  to  certain  recommended  changes  in  Chapter  I  which 
tend  to  extend  the  activities  of  the  Bureaus  of  Yards  ana  Docks  and 
of  Steam  Engineering  at  the  expense  of  the  Bureau  of  Construction 
and  Repair.     (This  is  the  only  point  of  dissent  under  division  A.) 
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(2)  Objection  to  emj  material  departure  from  the  present  system 
of  navy-yard  organization  until  that  system  has  had  a  ''full  and  fair 
trial." 

(3)  Objection  to  the  opinion  of  the  majority  that  the  present  navy- 
yard  organization  unfavorably  aflFects  the  opportunities  of  the  younger 
line  officers  to  gain  experience  valuable  to  tnem  and  to  the  efficiency 
of  the  fleet  by  serving  in  the  mechanical  departments  of  the  navy- 
yards. 

(4)  Objection  to  the  implied  opinion  attributed  to  the  majority 
that  the  excellent  engineering  conduct  of  the  recent  cruise  of  the 
Atlantic  Fleet  was  due  in  part  to  the  shop  experience  of  the  officers 
in  chaise  of  the  machinerv  of  the  ships. 

(6)  Objection  to  the  substitution  for  a  naval  constructor  of  an  offi- 
cer of  the  military  branch  as  manager  at  the  navy-yards. 

7.  In  addition  to  the  objections  advanced,  as  above,  enumerated, 
the  minority  makes  the  following  recommendations  and  comments: 

(1)  That  junior  officers  of  the  hne  be  given  duty  in  the  manufac- 
turing departments  of  the  navr-yards  under  the  managers. 

(2)  That,  if  it  should  be  held  that  existing  law  prevents  the  fore- 
going recommendation  from  being  carried  out,  the  law  be  so  revised 
as  to  permit  it. 

(3)  The  objections  now  made  to  the  present  navy-yard  organiza- 
tion are  likened  to  those  made  to  the  inception  and  adoption  of  the 
so-called  ''general  storekeeper  system,"  it  being  maintained  that  the 
latter  is  now,  after  twenty-four  years'  trial,  almost  universally 
esteemed. 

8.  Considering  these  objections,  recommendations,  and  comments 
seriatim:  The  firat  objection  is  stated  by  the  minority  to  be  made  "for 
the  specific  reason  that,  in  its  judgment,  the  changes  recommended 
are  not  'necessary  or  desirable  to  reconcile  the  existing  discrepancies 
in  Chapter  I,'  as  required  by  the  department's  precept,  etc.  The 
objection  based  on  these  groimds  appears  to  me  to  oe  well  taken, 
though  the  use  of  the  word  "desirable"  in  the  department's  precept 
gave  the  board  considerable  latitude  in  the  matter  of  recommenda- 
tions imder  this  head.  It  would  seem  to  have  been  unnecessary  for 
the  minority  to  devote  upw^ard  of  eleven  pages  of  its  report  to  a  dem- 
onstration of  the  intentions  of  Mr.  Secretary  rfewberry  with  respect  to 
redistribution  of  duties  among  the  bureaus  involved,  since  the  objec- 
tion made  was  based,  not  on  the  merits  of  the  majority's  recommen- 
dations, but  on  the  portion  of  the  precept  imder  wmch  they  were 
submitted.  Since  these  pages  are  devoted  to  this  pmpose  with  the 
obvious  intent  of  presentmg  an  argmnent  in  favor  of  perpetuating  the 
present  distribution  of  duties  or  of  even  further  restricting  the  field 
of  the  Bureau  of  Steam  Engineering,  I  venture  to  ask  the  Secretary's 
attention  to  the  extremely  tenuous  nature  of  the  arguments  advanced. 
These  consist  almost  exclusively  of  statements  of  the  intentions  and 
views  of  Mr.  Secretary  Newberry  and  of  certain  of  his  predecessors  in 
office,  together  with  the  approval  hj  certain  members  or  congressional 
committees  of  the  proposals  and  views  of  these  executive  officials. 

9.  It  is  not  stated,  nor  do  I  believe  it  to  be  a  fact,  that  any  naval 
officer  having  expert  knowledge  and  experience  in  ship  design,  con- 
struction, and  equipment  has  ever  recommended  that  machinery  and 
huUs  be  designed,  constructed,  and  equipped  by  one  and  the  same 
bureau.    Sucn  an  organization  would  be  counter  to  universal  practice 
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inprivate  concerns.  It  may  be  a  question  whether  or  not  the  highest 
eflaciency  might  not  be  gained  by  such  a  reorganization  of  the  Navy 
Department  that  a  material  division  would  hd  in  charge  of  all  ship- 
buudingy  arming,  and  equipping,  such  a  division  to  have  the  natural 
and  necessary  subdivisions  of  hull,  machinery,  ordnance,  and  equip- 
ment. It  must  be  obvious,  however,  that  this  efficiency  can  not  oe 
attained  by  confining  the  duties  of  one  bureau  to  the  design  of  ma- 
chinery while  giving  it  no  control  over  its  installation  or  repair.  I 
am  the  less  reluctant  to  advance  this  opinion  as  the  minoritv  has,  in 
the  quotations  in  its  report,  shown  that  Mr.  Secretary  Newberry  re- 
peatedly stated  that  the  changes  he  made  and  those  he  had  in  con- 
templation were  conceived  and  initiated  by  himself  alone  without 
consultation  with  any  person.  What  qualifications  Mr.  Secretary 
Newberrv  possessed  for  forming  a  valuable  opinion  on  such  highly 
technical  questions  and  what  justification  he  had  for  making,  without 
technical  advice,  such  radical  changes  in  organization  and  adminis- 
tration are  not  matters  of  record. 

10.  Respecting  the  field  of  the  Bureau  of  Yards  and  Docks,  I  believe 
that  the  extent  to  which  that  bureau  may  or  may  not  be  made  a 
working  bureau  will  have  less  ultimate  effect  on  the  efficiency  of  the 
navy  and^  certainly,  less  immediate  effect  since  it  does  not  deal 
directhr  with  the  fleet;  that  the  abohtion  of  that  bureau  (or  the  omis- 
sion of  a  corresponding  subdivision  from  a  reorganized  Navy  Depart- 
ment) with  the  consequent  reduction  of  the  civil  engineer  at  a 
navy-yard  to  the  position  of  a  consulting  engineer  without  adminis- 
trative functions  can  not  have  other  than  a  detrimental  effect  on 
the  efficiency  of  the  navy-yards  I  believe  to  be  an  indisputable  fact. 
In  the  recent  conference  at  the  Nav}r  Department  I  freely  expressed 
my  views  in  this  matter.  That  a  civil  engineer  should  not  merely 
inspect  but  should  be  in  charge  of  the  execution  of  civil  engineer 
work  would  seem  to  be  an  elemental  truth.  That  the  contrary  prac- 
tice is  destructive  of  efficiency  and  economy  is  evidenced  by  the  fact 
that  the  chief  of  one  of  the  bureaus  of  the  Navy  Department  has 
recently  requested  the  department  to  restore  certain  constructive 
work  at  this  navy-yard  to  the  control  of  the  civil  engineer  in  view  of 
the  excessive  cost  of  the  work  under  the  direction  of  the  manager. 
This  reference  is  not  intended  as  a  reflection  on  the  capabilities  of 
the  manager  nor  is  it  a  criticism  of  his  ability  as  a  naval  constructor, 
which  is  above  criticism. 

11.  The  second  specific  objection  of  the  minority  to  the  majority 
report  is  based  on  the  idea  that  the  existing  system  of  navy-yard 
organization  should  be  thoroughly  tried  out  before  it  is  rejected  or 
even  modified,  except  in  such  few  respects  as  may  manifestly  require 
modification.  It  is  not  stated  by  tne  minority  what  may  be  the 
modifications  "  such  as  are  proved  to  be  imperatively  necessary  for 
the  efficiency  of  the  service,  nor  does  the  mmority  state  what  shall 
constitute  proof  of  imperative  necessity  for  change.  It  is  possible 
that  the  Secretary  may  consider  the  unanimous  opinion  of  eight 
officers  of  high  raiik  and  long  experience  that  certain  modifications 
should  be  made  to  be  sufficient  proof. 

12.  I  venture  to  express  the  belief  that  the  Secretary  of  the  Navy, 
in  convening  the  board  whose  report  is  under  consideration,  selected 
those  officers  who,  of  all  the  officers  in  the  navy,  he  considered  best 
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qualified  by  age,  experience,  present  duty,  and  soundness  of  judgment 
to  give  him  trustworthy  advice  in  a  matter  which  he  felt  to  be  of 
vital  importance  to  the  department  of  the  Government  over  which 
he  had  been  recently  called  to  preside.  The  constitution  of  this 
board  was  logical  and  fortunate  in  that  it  insured  careful  considera- 
tion of  the  matters  in  advisement  from  the  points  of  view  of  officers 
of  the  line  and  of  the  staff  corps  immediately  concerned,  of  the  exist- 
ing chiefs  of  all  bureaus  directly  interested,  and  of  the  officers  actively 
occupied  in  the  direction  of  affairs  of  the  Atlantic  Fleet.  It  would 
seem  that  a  tnajority  report  by  such  a  board  should,  regardless  of  the 
constitution  of  such'maijority,  furnish  strong  presumptive  evidence  of 
the  imperative  necessity  for  the  changes  recommended.  The  facts 
that  the  majority  is  so"  great  and  that  it  included  all  the  members 
of  the  board  except  the  chiefs  of  the  two  bureaus  which  have  been 
increased  in  importance  and  power  by  the  recently  inaugurated  sys- 
tem of  navy-yard  orjjanization  are  arguments  as  strong,  perhaps,  as 
could  readily  be  quoted  in  favor  of  the  view  that  the  recommenda- 
tions of  the  majority  evidence  the  imperative  necessity  for  change. 

13.  The  ar^ment  for  giving  a  full  and  fair  trial  to  the  existing 
system  is  specious  in  the  extreme;  there  can  not  be  any  sound  reason 
for  giving  a  fuU  and  fair  trial  to  a  dangerous  experiment,  one  pro- 
nounced dangerous  by  eight  experts.  The  wreck  and  disaster  result- 
ing from  such  full  and  fair  trial  might  be  irreparable  and  that  such 
wreck  and  disaster  are  probable  is  the  opinion  of  eight  out  of  ten 
of  the  experts  convened  in  conference  by  the  Secretary  to  consider 
the  question.  The  Secretary  is  doubtless  aware  that  the  broad  prin- 
ciples involved  in  the  recommendations  of  the  majority  of  this  board 
are  held  to  be  sound  by  a  very  large  majority  or  the  officers  of  the 
navy,  those  officers  who  man  the  smps  or  the  fleet  and  to  whom,  in 
times  of  stress,  the  country  looks  for  the  defense  of  its  flag  rather 
than  to  those  who  design,  build,  and  equip  the  ships  they  man. 
Defeat  in  battle  falls  heavily  on  tne  officers  at  sea  in  loss  of  life  and 
reputation;  the  loss  of  Ufe  can  not  be  restored  nor  the  damaged  repu- 
tation repaired  by  excuses  or  explanations,  nor  by  recourse  to  belated 
criticisms  of  administrative  systems.  Are  not,  then,  the  imperative 
necessities  demanded  by  the  minority  to  be  found  in  the  practically 
unanimous  opinion  of  those  officers  who  must  meet  the  enemy  at 
risk  of  Ufe  and  honor? 

14.  The  third  specific  objection  advanced  by  the  minority  to  the 
recommendations  of  the  majority  seems  to  imply  that,  under  the 
existing  organization  at  the  navy-yards  the  younger  officers  of  the 
miUtary  branch  suffer  no  impairment  of  the  opportunities  they  pre- 
viously enjoyed  for  improving  and  perfecting  themselves  in  the  mate- 
rial side  of  their  profession,  in  commenting  on  this  view  of  the  mat- 
ter it  should  only  be  necessary  to  say  that  no  officer  other  than  a 
naval  constmctor  may  legally  serve  under  a  naval  constructor;  if 
Une  officers  or  officers  of  staff  corps  other  than  the  construction  corps 
have  been  or  are  now  doing  so  voluntarily  a  fundamental  principle 
of  mihtary  discipUne  is  being  violated;  such  service  must  be  entirely 
at  the  wiD^of  the  officer  rendering  it  and  it  may  be  terminated  at  his 
pleasure  without  there  being  vested  in  any  superior  authority  a  legal 
right  to  control  him  nor  to  discipline  him  for  lapses;  volunteenng 
to  do  an  illegal  thing  is  incompatible  with  the  fundaments  of  the 
mihtary  principle. 
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15.  The  foiirth  objection  to  the  report  of  the  majority  is  based  on 
an  actual  statement  of  the  service  (as  regards  navy-yard  or  shipyard 
experience)  of  twenty-four  officers  who  served  as  senior  engmeer 
officers  of  battle  ships  during  the  recently  completed  cruise  of  the 
Atlantic  Fleet;  because  it  appears  that  only  seven  had  had  navy-yard 
or  shipyard  experience,  the  minority  concludes  that  the  fact  forms 
''a  most  complete  refutation  of  that  statement  of  the  majority  which 
indicates  that  the  excellent  results  obtained  in  managing  propelling 
machinery  of  vessels  of  the  Atlantic  Fleet  was  due  to  navy-yard 
experience  of  the  officers  in  charge  of  such  machinery.''  On  exam- 
imng  the  statement  of  the  majority  and  the  remarks  of  the  minority 
it  at  once  appears  that — 

(1)  The  majority  did  not  make  the  claim  imputed  to  it  by  the 
minority. 

(2)  If  such  statement  had  been  made  it  is  not  refuted  by  the  facts 
brought  forward,  since  the  following  information  necessary  to  a  con- 
clusion is  misding: 

(a)  Were  any  extensive  repairs,  or  repairs  of  any  nature  beyond 
those  trivial  ones  constantly  needed  and  easily  effected,  made  to  the 
machinery  of  the  vessels  during  the  cruise? 

(6)  How  far  did  the  officers  with  yard  experience  aid  and  advise 
those  without  that  experience  ? 

(c)  Did  the  ships  with  inexperienced  senior  engineer  officers  fare 
better  or  worse  in  the  matter  of  economy  and  efficiency  than  the 
others? 

(d)  Is  it  certain  that  no  portion  of  the  excellent  engineering  record 
of  the  fleet  was  due  to  the  work  of  officers  other  than  the  senior 
engineer  officers  f 

16.  I  can  not  venture  an  opinion  as  to  whether  the  majority  was 
as  minutely  careful  in  preparing  its  statement  on  this  head  as  was  the 
minority  in  collecting  data  to  refute  what  it  appears  to  have  assumed 
the  majority  meant,  but  it  must  be  apparent  that  the  minority  was 
careful  and  exact  in  one  particular  only  while  neglecting  some  of  the 
facts  most  essential  to  the  establishment  of  a  claim  to  have  refuted 
the  assumed  statement  of  the  majority.  The  minority  has,  in  other 
portions  of  its  report,  admitted,  even  urged,  the  importance  of  navy- 
yard  experience  tor  tne  younger  officers  of  tne  line;  indeed,  it  appears 
to  regard  such  service  so  important  for  these  officers  that  it  recom- 
mends their  detail  to  such  duty  in  circumstances  repu^ant  to  the 
law,  and  further  recommends  revision  of  the  law  should  it  be  decided 
that  existing  law  leaves  any  open  question  as  to  the  possibility  of 
such  service  being  legally  rendered;  considering  this  expressed  and 
emphasized  opinion  of  the  majority,  it  is  difficult  to  understand  its 
attempt  to  show,  by  illogical  argument,  that  such  service  is  of  little 
or  no  value. 

17.  The  fifth  objection  made  to  the  majority  report  is  made  to 
what  is,  perhaps,  the  most  vital  and  essential  feature  of  the  majority's 
proposea  plan.  The  objection  of  the  minority  is,  apparently,  based 
on  its  opinion  that  a  naval  constructor  must,  granting  equal  natural 
equipment,  make  a  better  manager  of  the  shops  of  a  navy-yard  than 
can  an  officer  of  the  seagoing  military  brancn.  The  pnmary  argu- 
ment in  support  of  this  view  is  very  succinctly  and  very  ably  stated 
on  page  88  of  the  report.    That  the  argument  is  unsound,  though 
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plausible;  must  be  apparent  from  a  consideration  of  the  following 
facts: 

(1)  An  able  manager  must  be,  primarily,  a  good  executive  and 
administrator;  his  tecnnical  knowledge  is  a  secondary  consideration, 
though  one  that  is  by  no  means  unimportant. 

(2)  An  able  administrator,  with  capable  and  well-chosen  techni- 
cians under  him,  need  have  only  sufficient  technical  knowledge  to  be 
able  to  coordinate  properly  the  activities  of  his  subordinates. 

(3)  A  manager  is  not  better  fitted  to  manege  diverse  kinds  of  work 
by  being  an  expert  technician  in  one  direction;  rather  the  contrary 
is  true. 

(4)  A  large  element  in  the  ec^uipment  of  a  successful  manager  is  a 
knowledge  of  men  and  the  habit  of  controlling  them. 

(5)  The  seagoing  officer  of  the  military  branch  is  the  expert  of  the 
navy  in  handlmg  men  and  in  knowled^  of  them. 

(6)  The  corps  of  naval  constructors  is  recruited  largely  from  amoi^ 
those  graduates  of  the  Naval  Academy  who  stand  the  highest  in  their 
studies,  i.  e.,  from  among  the  best  students  (mathematicians,  usually) 
in  each  class.  Their  post-graduate  studies  are  conducted  principaUy 
along  theoretical  lines  and  do  not  tend  to  develop  executive  quahties; 
it  may  even  be  asserted  that  they  tend  to  check  the  development  of 
these  Qualities. 

(7)  The  line  officer,  if  suitable  for  the  position  of  a  manager,  indi- 
viiduallv,  and  I  will  not  consider  such  unsuitable  selections  as  might 
be  maae  from  the  line  as  from  any  other  corps,  is  at  least  moderately 
expert  in  one  or  more  technical  branches  besides  being  expert  in  t..3 
all-important  executive  branch. 

18.  I  believe  that  no  one  of  the  foregoing  statements  can  be  sue* 
cessfully  disputed  and,  if  they  be  true,  the  conclusion  seems  inevita- 
ble that  the  officer  of  the  mihtary  branch  is,  ipso  facto,  better  quaU- 
fied  to  fill  the  position  of  manager  of  the  mechanical  department  of 
a  navy-vard  than  is  a  naval  constructor,  equal  native  abiUty  being 
assumea.  It  may  be  admitted  without  argument  that  no  line  officer 
knows  as  much  of  the  technical  matters  of  naval  architecture  as  does 
the  highly  educated  naval  constructor,  but  it  is  doubtful  if  any  naval 
constructor  in  the  service  is,  or  clainos  to  be,  an  expert  in  marine 
engineering  or  ordnance,  while  for  every  constructor  who  is  an  expert 
in  electrical  matters  probably  twenty  Ime  officers  can  be  named  who 
are  his  equals  or  superiors  in  this  respect. 

19.  For  many  years  line  officers  (including  those  of  the  former 
Engineer  Corps)  have  been  managing  shops  at  navy-yards,  and  I  have 
yet  to  learn  that,  on  the  whole,  the  shops  managed  by  them  have 
been  less  efficiently  or  economically  managed  than  those  under  the 
control  of  the  naval  constructors.  At  the  Washington  Navy- Yard 
the  Naval  Gun  Factory  has,  for  years,  been  managed  exclusively  by 
line  officers  and,  though  reluctantly,  owing  to  personal  considera- 
tions. I  am  constrained  to  say  that  the  results  have  been  eminently 
satisfactory. 

20.  The  tenure  of  office  of  a  line  officer  as  manager  at  a  navy-yard 
would,  on  the  whole,  probably  be  shorter  than  that  of  a  naval  con- 
structor, but  with  the  department  thoroughly  understanding  the 
importance  to  the  fleet  of  efficient  vard  administration,  such  tenure 
of  office  could  doubtless  be  extended  to  the  limit  beyond  which  a 
falling  off  in  efficiency  would  result.    Permanence  in  office  is  by  no 
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means  desirable  and  long  tenure  of  office^  while  tending  to  conti- 
nuity of  policy,  tends  also  to  the  decay  of  energy  and  virility  of 
administration.  With  basic  principles  and  outlines  of  policy  pre- 
scribed by  the  department  such  changes  of  details  as  would  result 
from  shifting  managers  once  in  four  years,  say,  would  be  beneficial 
rather  than  detrimental.  Officers  fresh  from  the  fleet  will  usually 
inject  new  life  and  the  most  modem  ideas  into  the  administration  of 
an  office  on  shore,  and,  once  they  have  mastered  the  matters  of  rou- 
tine and  correspondence,  they  are  likely  to  discharge  the  duties  better 
than  an  officer  who  has  been  long  on  shore. 

21.  With  reference  to  the  proposal  of  the  minoritv  that  junior  offi- 
cers of  the  line  be  given  duty  at  the  navy-yards  under  the  naval  con- 
structor manager  (see  page  89  of  the  report),  I  am  of  the  opinion,  as 
hereinbefore  stated,  that  such  procedure  is  not  only  illegal  (and  Mr. 
Newberry  rendered  an  opinion  to  this  effect),  but  impracticable. 
Not  havmg  **  Statement  B-3"  before  me,  I  am  not  aware  what  argu- 
ments have  been  brought  forward  by  the  minority  to  support  its  con- 
tention that  such  service  can  be  legally  required  of  an  officer;  the 
argument  commonly  invoked  is  to  the  effect  that  the  exercise  of  con- 
trol in  the  civil  establishment  of  a  navy-yard  is  not  that  exercise  of 
command  contemplated  by  the  statutes.  I  believe  that  this  conten- 
tion is  unsound.  No  officer,  commissioned  or  appointed,  in  a  military 
body  and  having  rank  and  title  therein,  can  divest  himself  or  be  di- 
vested by  the  nature  of  any  dutv  he  may  be  assigned  to  perform,  of 
his  miUtary  character;  he  owes  obedience  to  his  seniors  and  is  entitled 
to  obedience  from  his  juniors  just  so  far  as  the  law  permits;  he  can  not 
refuse  to  yield  the  one  hor  can  he  waive  the  other.  All  authority  car- 
ries with  it,  of  necessity,  the  right  and  power  to  enforce  itself  (by  due 
and  prescribed  process) ;  the  right  to  give  an  order  carries  with  it  the 
right  to  enforce  obedience  and  to  punish  disobedience  (or  to  recom- 
mend punishment  by  the  proper  authority).  An  officer  in  a  military 
service  can  be  punished  by  his  military  superiors  only  and  in  accord- 
ance with  the  military  code;  he  can  not  be  legally  punished  for  dis- 
obeying an  illegal  order;  a  naval  constructor  would,  then,  have  no 
legal  (miUtary)  recourse  in  case  a  line  officer  serving  under  him  were 
neglectful,  recalcitrant,  or  disobedient,  nor  could  such  line  officer  be 
legally  punished  by  superior  authority  for  his  misconduct. 

22.  Respecting  the  suggestion  of  the  minority  that  existing  law  be 
so  revised  as  to  ^*  permit  the  personnel  of  the  navy  to  perform  the 
work  of  the  navy  in  the  most  efficient  manner  possible,  I  assume 
that  the  intent  is  to  suggest  such  revision  of  the  law  as  would  remove, 
partially  or  wholly,  the  existing  restrictions  on  the  exercise  of  com- 
mand by  officers  of  the  staff  corps  or  some  of  them.  I  most  heartily 
concur  m  the  opinion  of  the  minority  that,  if  revision  be  found  neces- 
sary in  order  tnat  the  personnel  of  the  navy  may  perform  the  work 
of  the  navy  efficiently,  such  revision  should  be  secured;  I  hold,  how- 
ever, that  *'the  work  of  the  navy"  is  preparing  for  war  and  carrying 
on  war  and  that  no  legislation  along  tne  lines  mferentially  suggested 
is  needed  to  enable  the  personnel  to  carry  on  that  work  effectively, 
but  that,  on  the  contrary,  such  legislation  would  make  it  impossible 
to  cany  on  the  true  work  of  the  navy  efficiently. 

23.  Kegarding  the  ''general  storekeeper  system,"  I  beg  to  say,  in 
comment  on  the  remarks  of  the  Paymaster-General,  that  it  is  my 
opinion  and,  I  belie ve,  that  of  the  majority  of  the  officers  of  the  navy 
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who  are  familiar  with  the  system  in  its  practical  workings,  that  it  is 
the  most  expensive,  unproductive,  unnecessary,  and  obstructive 
appendage  that  the  navy  has  to  support.  I  suppose  that  active  opposi- 
tions to  it  have  largely  died  out  through  the  conviction,  on  the  part 
of  its  opponents,  that  such  opposition  was  useless,  and  I  mention  it 
here  only  that  the  Secretary  may  not  be  deceived,  as  the  Paymaster- 
General  evidently  is,  as  to  the  attitude  of  the  service  at  large  toward 
this  system. 

24.  As  in  the  case  of  the  former  organization  of  the  mechanical 
departments  of  the  navy-yards,  so  in  the  former  system  of  store- 
keeping,  there  was  much  to  be  criticised,  but  in  my  opinion  the 
defects  were  due  not  so  much  to  faulty  organization  as  to  faulty 
administration.  It  appears  to  me,  therefore,  that  Mr.  Secretary 
Whitney  and  Mr.  Secretary  Newberry  both  erred  in  the  same  way 
in  their  attempts  to  right  the  existing  wrongs.  There  has  never  been 
apparent  to  me  any  sound  reason  why  an  agent  of  the  Treasury 
Department,  such  as  is  a  paymaster  in  the  navy,  should  have  the 
custody  of  stores  which  are  the  property  of  the  navy ;  he  has  not  the 
technical  knowledge  necessary  tor  ouving  them  intelligently  nor  the 
technical  knowledge  necessary  to  their  proper  care  while  in  his 
custody  nor  for  their  judicious  use  and  issue.  As  a  matter  of  fact, 
until  the  Ist  of  February  last,  the  general  storekeeper  at  a  navy- 
yard  did  not  have  the  actual  custody  of  many  of  the  stores  at  the 
yard ;  he  had  the  financial  custody  of  them  while  they  were  actually 
m  charge  of  a  technical  officer.  The  parallel  which  is  apparent  to 
the  Paymaster-General,  and  which  he  seeks  to  establish  between  the 
proposed  (and  now  existing)  consolidation  of  navy-yard  work  under 
a  naval  constructor  and  the  consolidation  of  storeKeeping  under  a 
paymaster,  would  be  complete  if,  in  the  consolidation  of  work,  the 
naval  constructor  merely  kept  the  labor  roll,  leaving  all  management 
of  shops  and  direction  of  work  to  the  technical  officers  as  formerly. 
In  that  case  the  main  objection  to  the  system  would  be  that  it  was 
expensive  and  unnecessary. 

25.  In  submitting  the  foregoing  remarks  I  beg  leave  to  state  that  I 
have  not  intended  to  criticise  the  acts  nor  to  question  the  motives  of 
any  official,  officers,  or  body  of  officers ;  if  any  such  criticism  or  question 
be  apparent  I  respectfully  urge  that  it  be  considered,  not  as  criticism 
or  question,  but  as  earnest  statements  of  my  own  opinion,  which  dif- 
fers from  the  opinion  discussed.  I  can  not  refrain,  in  closing  this  com- 
munication, from  bringing  to  the  Secretary's  attention  the  fact  that, 
with  the  single  exception  of  the  junior  one  of  the  officers  who  signea 
the  majority  report,  the  one  who  has  had  the  least  service  in  the 
navy  has  been  in  the  service  nearly  forty-four  years,  while  the 
minority  membei*s  have  been  in  the  service  for  twenty-nine  and 
thirty  years,  respectively.  If  experience  and  length  of  service  be 
at  all  valuable,  the  recommendations  of  the  majority  of  the  board 
must  be  valuable  in  proportion. 

26.  On  one  more  point  I  wish  to  make  brief  comment.  In  consider- 
ing any  proposed  change  in  government,  organization,  or  administra- 
tion no  final  decision  should  be  rendered  as  to  the  desirability  of  tlie 
change  immediately  under  consideration  without  looking  into  the 
future  to  determine  what  [>ossibilities  or  necessities  of  future  changes 
may  be  involved.  The  existing  system  of  organization  at  the  navy- 
yards  I  consider  to  be  illogical  and  harmful  to  the  interests  of  tne 
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fleet,  but  if  it  be  confirmed  and  fixed  by  decision  of  the  present  Sec- 
retary of  the  Navy  or  by  legislative  enactment  I  believe  tnat  the  way 
will  be  opened  for  further  departures  from  safe  adimnistration,  which 
must  inevitably  result  to  the  irreparable  destruction  of  the  efficiency 
of  the  navy^  the  chief  safeguard  of  the  country's  prosperity  and 
honor. 

Very  respectfully,  E.  C.  Pendleton, 

Rear-Admirdly  U.  S.  Navy. 
The  Segbetast  of  the  Navy. 


United  States  Navy-Yabd, 

NoTfolk,  Va.,  April  17, 1909. 
Sm:  Referring  to  the  letter  of  the  Assistant  vSecretary  of  the  Navy, 
No.  27174  D-11,  of  April  12,  1909,  the  commandant  submits  the  fol- 
lowing, premising  his  remarks  with  the  statement  that  the  letter 
referred  to  was  not  received  until  April  15,  and  that  the  time  avail- 
able to  comply  with  the  department  s  desire  to  have  the  information 
furnished  not  later  than  April  17  will  not  permit  of  the  information 
being  compiled  and  as  well  digested  as  the  unportance  of  the  subject 
seems  to  demand: 

fbesent  status  of  shops  and  wobk  at  the  yard  as  a  result  of 

THE  recent  REOROANIZATION. 

The  shops  are  all  under  the  direct  control,  under  the  orders  of  the 
commandant,  of  the  senior  naval  constructor,  officially  known  as  the 
''manager  of  the  manufacturing  department,"  generally  and  briefly 
known  as  the  ''manager"  (a  misnomer,  because  the  commandant 
is  the  manager).  A  more  appropriate  title  for  the  manager  of  the 
manufacturing  department  would  be  the  "manufacturer.". 

2.  The  present  status  of  the  shops  is  indicated  in  the  accompanying 
table,  marked  "A."  The  present  status  of  the  work  at  the  yard  is 
that  it  is  all  done  under  the  immediate  direction  of  the  senior  naval 
constructor  as  the  manager  of  the  manufacturing  department.  The 
yard  is  at  present  engaged  in  more  than  the  normal  amount  of  work, 
owing  mamly  to  the  repairs  and  changes  on  the  battle-ship  vessels 
lAywma7i4i,  minTieaota,  and  Virginia,  the  submarine  flotilla,  and 
incidental  repairs  to  coUiers;  the  continuation  of  the  work  on  the 
Iowa  and  San  Francisco,  under  extensive  repairs  and  changes  at  this 
yard,  having  been  temporarily  suspended  by  direction  of  the  de- 
partment. All  work  at  the  yard  coming  under  the  cognizance  of 
the  various  bureaus  of  the  Navy  Department — Bureaus  of  Construc- 
tion and  Repak,  Steam  Engineering,  Equipment,  Ordnance,  and 
Yards  and  Docks — is  under  the  immediate  charge  of  the  senior  naval 
constructor.  Contract  work  under  the  cognizance  of  the  Bureau  of 
Yards  and  Docks  is  under  the  inmiediate  charge  of  the  inspector  of 
pubhc  works. 

3.  The  inmiediate  effect  of  the  recent  reorganization  upon  the 
efficienc^r  of  the  work  in  its  final  result  as  far  as  pertains  to  ships  in 
commission  is  much  enhanced,  due  to  the  authority  given  the  com- 
manding officers  and  through  them  to  the  officers^  heads  of  depart- 
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ments  on  board  ship  doing  the  duty  of  inspectors,  and  also  to  the 
increased  allotments  for  work. 

4.  The  duties  of  the  inspectors  at  this  yard  are  as  assigned  in  the 
orders  issued  by  the  commandant  under  date  of  February  1,  copies 
appended  marked  ^'B/'  ^'C,"  ^'D,"  '[E^  ^'F/'  ''G,"  and  *'H."  The 
Assistant  Secretary's  attention  is  invited  to  the  division  of  inspecting 
work,  differing  as  it  does  from  the  division  of  the  work  pertaining  to 
the  various  bureaus  of  the  Navy  Department,  as  the  best  means  in 
the  time  available  for  securing  that  inspection  which  the  conmiandant 
beUeves  is  essential  in  any  establishment.  The  commandant  is  of  the 
opinion  that  the  most  serious  defect  in  this  inspection  is  that  the 
manager  of  the  manufacturing  department  is  at  the  same  time  the 
representative  of  one  bureau  m  addition  to  his  duties  as  manager. 
In  the  formation  of  such  a  complex  body  as  the  navy  personnel  he 
is  of  the  decided  opinion  that  this  measure  is  not  conducive  to  con- 
tinued efficiency.  The  officer  in  charge  of  the  manufacturing  depart- 
ment should  be  restricted  purelv  to  the  duties  of  manufacturer  for  the 
best  efficiency  of  the  worK.  These  duties  are  of  sufficient  range  to 
occupy  that  officer  daily  for  more  time  than,  week  in  and  week  out, 
shoula  be  assigned  to  any  one  man.  Prior  to  the  consolidation  the 
commandant,  m  his  inquiries  as  to  the  assistants  required  by  the 
different  departments  for  the  efficient  performance  of  the  work 
assigned  them,  was  informed  by  the  semor  naval  constructor,  who 
then  had  the  same  assignment  of  assistant  constructors  as  he  now  has, 
that  he  had  sufficient  for  the  work  assigned  him,  but  could  make  use 
of  another,  who  would  be  available  for  tne  various  board  duties  which 
are  frequently  required  of  officers  stationed  at  navy-yards.  Reiter- 
ated requests  had  been  forwarded  by  the  commandant  for  additional 
officers  m  the  department  of  steam  engineering.  These  officers  have 
at  no  time  been  available.  Their  experience  and  expert  knowledge 
as  inspectors  is  not  given  to  the  preparation  of  the  work  to  the  same 
degree  as  heretofore,  for  two  reasons: 

First,  for  the  lack  of  available  assistants,  draftsmen,  and  subin- 
spectors. 

Second,  and  probably  of  more  importance,  the  fact  that  it  has  been 
impracticable,  and  to  all  appearances  for  some  years  to  come  will  be 
impracticable,  to  concentrate  the  entire  administrative  force  in  one 
buildine. 

5.  The  commandant  succeeded  on  February  1  in  assigning  the 
inspectors  to  offices  in  the  building  known  as  the  commandant's 
office  building  and  in  concentrating  tiie  remainder  of  the  consoUdated 
force  under  the  immediate  supervision  of  the  manager  of  the  manu- 
facturing department  in  what  was  formerly  known  as  the  naval 
constructor's  offices.  This  partial  consoUdation  of  offices  had  a  bene- 
ficial effect  in  facilitating  the  administration  of  work,  but  the  dis- 
tance between  what  is  feiown  as  the  commandant's  office  and  the 
"  manager's  "  offices  is  such  as  to  prevent  the  most  efficient  and  prompt 
performance  of  the  duties  of  administration,  supervision,  and  inspec- 
tion. 

6.  At  least  one  weekly  meeting  has  been  regularly  held  by  the 
commandant  of  the  senior  officers  (the  inspectors,  manager,  and 
general  storekeeper)  since  he  assumed  command,  and  more  irequent 
meetings  are  called  as  occasion  requires.  The  commandant  has 
encouraged  with  some  success  the  conference  of  officers  regarding 
differences  of  administration^  so  that  comparatively  few  come  to 
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his  attention.  Furthermore,  it  has  been  a  standard  inquiry  to 
ascertain  at  each  weekly  meeting  whether  any  differences  existed 
with  a  view  of  having  them  settled  with  as  little  delay  as  possible. 
The  result  has  been  a  loyal  and  faithful  effort  on  the  part  of  all 
officers  zealously  to  carry  out  the  orders  and  memoranda  of  the 
department  due  to  the  consolidation  of  February  1. 

7.  But  one  of  the  most  pressing  needs  to  bring  this  consolidation 
to  a  more  efficient  condition  is  that  the  entire  ^ministrative  force 
must  be  housed  in  an  administration  building,  bringing  the  various 
departments  in  such  close  proximity  as  to  result  in  all  officers  con- 
cerned having  immediate  access  to  the  same  sources  of  information, 
which  should  be  concentrated  in  the  commandant's  office. 

8.  The  consohdation  of  shops  has  resulted  in  additional  available 
stora^  space  of  about  74,000  feet  of  floor  space.  Some  of  this  has 
abeaSy  been  assigned  to  the  general  storekeeper,  and  the  probable 
assignment  of  the  other  store  space  is  shown  in  the  accompanying 
tab&  marked  ''A."  To  make  this  storage  space  available,  however, 
requires  additional  funds,  which  have  not  as  yet  been  asked  for,  as 
the  main  question  to  be  solved,  the  location  of  the  administration 
building,  is  of  prime  importance  in  the  views  of  the  commandant. 
At  present  there  is  only  one  building  that  is  in  any  way  adapted 
for  an  administration  building;  that  is,  the  present  ordnance  store- 
house, building  No.  62.  The  disposition  of  the  material  now  there 
and  the  changes  necessary  to  convert  it  into  an  administration 
building  have  not  yet  been  definitelv  solved,  nor  have  the  estimates 
for  changes  required  been  made  and  supervised.  The  commandant 
is  still  in  doubt  as  to  whether  to  recommend  the  conversion  of  this 
building  into  an  administration  building  or  to  await  the  indefinite 
period  when  an  appropriktion  for  the  administration  building  hereto- 
fore asked  for  a  number  of  years  past  will  be  available. 

9.  Undoubtedly  the  consolidation  will  postpone  the  necessity  for 
the  building  of  the  $450,000  storehouse  for  the  general  storekeeper, 
for  which  $50,000  is  now  available  for  an  indefinite  period.  But  the 
most  of  the  storehouses  and  shop  buildings  at  this  yard  are  in  such 
a  dilapidated  condition  and  so  poorly  adapted  for  the  work  of  the 
present  navy  that  a  plan  for  the  rebuilding  of  this  yard  on  a  modem 
oasis  has  become  an  urgent  necessity.  As  it  will  be  many  years, 
however,  before  the  appropriations  for  this  purpose  will  be  available, 
the  temporary  additional  storage  space  available  for  the  general  store- 
keeper will  probably  suffice  for  tne  needs  of  that  department.  In 
the  consolidations  that  have  taken  place  in  the  past  year  the  space 
available  for  foundry  work  has  been  so  much  reduced  that  the  need 
of  a  new  and  modem  foundry  building  is  urgent. 

10.  Referring  to  the  points  upon  which  specific  information  is 
desired,  the  Questions  as  contained  in  the  department's  letter  are 
answered  in  tne  same  order,  as  follows: 

(1)  In  what  machine  shops  has  manufacturing  work  been  dis- 
continued f 

Ordnance  machine  shop,  building  16;  yards  and  docks  machine 
shop,  building  65;  ec|[uipment  machme  shops,  building  74;  constmc- 
tion  and  repair  machine  shop,  building  30. 

(2)  To  wnat  shops  has  such  work  been  transferred? 

All  electricd  machine  work  to  building  65;  all  other  machine  work 
has  been  transferred  to  either  the  hull  machine  shop,  building  59, 
or  the  engine  machine  shop,  buildings  36  and  37.     The  work  in  con- 
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nection  with  the  re-forming  of  cartridge  cases  formerly  done  by- 
ordnance  in  building  16  has  been  transrerred  to  the  magazine,  St. 
Juliens  Creek.  The  cartridge-bag  factory  is  still  continued  m  building 
62  until  the  necessary  arrangements  are  prepared  for  doing  this  work 
where  it  properly  belongs — St.  Juliens  Creek  magazine. 

(3)  What  machine  shops  have  been  dismantled? 

Ordnance  machine  shop,  building  16;  equipment  machine  shops, 
building  74;  yards  and  docks  machine  shop,  building  65;  construe^ 
tion  and  repair  machine  shop,  building  30. 

(4)  To  what  machine  shops  have  the  tools  noted  in  question  3 
been  transferred? 

To  the  engine  machine  shops,  buildings  36  and  37;  hull  machine 
shop,  building  59,  and  the  electric  machine  shop,  building  65.  In- 
efficient tools  of  the  various  abandoned  shops  have  been  scrapped 
and  are  available  for  shipment  to  other  yards  or  for  sale,  preferaoly 
for  sale. 

(5)  In  what  other  shops  or  buildings  has  work  been  discontinued? 

Yards  and  docks  plumbers  and  tinners' shop,  building  88;  equip- 
ment lamp  and  plating  shop,  building  74;  rigging  loft  and  sail  loit, 
building  51. 

(6)  To  what  shops  has  the  work  referred  to  in  question  (5)  been 
transferred  ? 

Equipment  lamp  and  plating  work  to  plumber  shop,  building  42; 
yards  and  docks  plumbing  work  to  plumber  shop,  building  42; 
yards  and  docks  tinners'  work  to  construction  and  repair  sheet- 
metal  shop,  building  56;  equipment  riggers  consolidated  with  con- 
struction and  repair  riggers,  second  floor  of  building  18;  and  equip- 
ment sail  loft  transferred  to  the  second  floor  of  buil£ng  28,  formerly 
occupied  as  construction  and  repair  pattern  shop. 

(7)  What  other  shops  have  been  aismantled? 
None. 

(8)  To  what  shops  have  the  tools  or  appliances  in  shops  referred  to 
in  question  (7)  been  transferred? 

!None. 

(9)  Specific  information  is  also  desired  as  to  the  character  and  size 
of  buildings  vacated  by  reason  of  the  consolidation  of  manufacturing 
plants,  and  the  uses  to  which  these  vacated  shops  have  been  or  are 
proposed  to  be  assigned. 


No. 
build- 
ing. 

Num- 
ber of 
stories. 

Condition. 

Former  assignment. 

Assignment  recommended  by 
commandant. 

Total  floor 

space,  in 

square  feet 

16 
30 

2 
2 

2 
3 

2 

2 

2 
2 

Poor 

Good 

Fair 

Very  good. 

Good 

Very  good. 

Very  good. 
Good 

Ordnance  (first  floor) 

Construction  and  repair  eleo- 

trlc  shop. 
Equipment  rigging  loft  (first 

floor);    equipment   sail   loft 

(second  floor). 
Ordnance  offices  and  bag  fao- 

storehouse). 

Steam  engineering  olBoe  bnlld- 

in£  (triangular). 
Yards  and  docks  offices  and 

machine  shop. 
Equipment  omces  and  shops. . . 
Yards  and  docks  plumber  and 

tinner  shop. 

General  storekeeper  storehouse 
Joiner  shop  ex 

16.25a 
6,000 

51 
02 

04 
06 

Social  hall,  and  mold  loft  pup- 
poses  when  required. 

Turn  it  over  to  the  general 
storekeeper    for    ordnance 
stores  or  Its  conversion  into 

question  not  yet  decided. 
Reserve  for  pay  office  and 

board  rooms. 
Central  electric  shop 

12,000 
10,000 

8,800 
•  16,000 

74 

General  storekeeper 

30,100 

88 

Manufacturing  department  for 
storage. 

7,200 

a  Approximately. 


Digitized  by  VjOOQ  IC 


PBOPOSED  KEOBGANIZATION   OF  NAVY  DEPABTMENT. 


175 


By  the  consolidation  of  shops  prior  to  February  1,  1909,  the  fol- 
lowing reassignment  of  buildings  resulted : 


No. 
bund- 
ing. 

Num- 
ber of 
stories. 

Ck>ndltlo]i. 

Former  assigmnent 

Fieaent  assignment. 

Total  floor 

space,  In 

square  feet. 

28 

2 

1 
2 

1 

I 

Fair. 

Good 

Poor 

Fair. 

Good 

Construction  and  repair  pat- 
tern shop. 

Yards  and  docks  paint  shop.... 

Yards  and  docks  woodworking 
shop. 

Construction  and  repair  foun- 
dry. 

Sallloft 

2,990 

2,fia0 
21,000 

12,390 

8,083 

38 
30 

Consolidated  paint  shop 

General  storekeeper 

42 
01 

Consolidated  plumber  shop. . . . 
Consolidated  copper  shop 

All  of  the  above  buildings  are  of  brick,  except  No.  88,  which  is  of 
wood. 

In  connection  with  the  complete  assignment  work  buildings  at 
this  navy-yard,  reference  is  invited  to  Appendix  "A." 

(10)  Also,  the  present  location  of  the  inspectors'  offices  and 
whether  any  change  has  been  made  from  the  ola  arrangement. 

On  February  1  the  inspectors  vacated  their  former  offices  and 
were  assigned  quarters  in  building  19.  All  other  offices,  those  for 
draftsmen  and  clerical  employees,  excepting  those  of  the  department 
of  suppUes  and  accounts  and  the  medical  department,  are  located  in 
biulding  32,  the  old  construction  and  repair  offices.  The  lower  floor 
of  this  building,  No.  32,  is  a  lumber  storehouse.  These  offices  were 
temporarily  assigned  to  the  department  of  construction  and  repair 
after  a  fire  in  19^0,  and  have  been  materially  enlarged  by  absorbing 
the  former  mold  loft,  and  while  the  valuable  records  may  be  suffi- 
ciently protected  by  the  vault  for  their  protection  the  result  of  a  fire 
in  this  building  an^  the  loss  of  the  records  would  cause  much  delay 
in  the  conduct  of  work  in  this  yard.  The  commandant  does  not 
consider  the  quarters  in  building  32  as  advisable  for  the  offices  of 
the  manufacturing  department. 

(11)  Also,  any  approximate  statement  now  possible  as  to  the  net 
saving  in  operation  of  power  plant,  yard  transportation  facilities,  or 
other  parts  of  the  yard  plant,  due  to  consoUdation,  so  far  as  such 

•  statement  is  practicable.  Also,  an  approximate  statement  of  what 
additional  expense,  if  any,  will  be  incurred  by  the  system  established. 
The  manufacturer  has  temporarily  saved  by  resignations  in  the 
clerical  force  $8.72  per  diem,  in  janitor  force  of  $10.56  per  diem,  and 
in  the  firemen  force  of  $13.44  per  diem.  The  manager  further  states 
that  compared  to  the  work  of  a  year  ago  the  expense  of  not  less  than 
two  yard  teams  has  been  effected  for  yard  transportation  by  a  system 
of  flag  signals,  which  enablos  the  transportation  to  be  effected  by 
less  teams  between  the  different  shops,  rendering  these  yard  teams 
available  for  other  work.     There  has  probably  been  a  saving  on 

{ower  by  the  closing  of  certain  shops,  but  there  is  no  data  available, 
n  the  consideration  of  this  apparent  saving  the  attention  of  the 
Assistant  Secretarv  is  invited  to  the  lack  of  draftsmen,  which  has 
heretofore  been  eaUed  to  the  attention  of  the  department,  the  charges 
for  which  if  properly  allotted  to  the  jobs  concerned  would  not  be  an 
overhead  charge,  excepting  in  so  far  as  the  inspectors  are  offered 
greater  facilities  for  their  work. 

(12)  What  is  the  system  by  which  the  different  inspectors  inspect 
work  done  in  the  navy-yard  on  articles  under  cogmzance  of  tneir 
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respective  bureaus?  ^  What  record  is  kept  of  their  inspection?    What 
assistance  have  they  in  making  inspections  and  in  recording  the  work? 

When  work  is  authorized  by  the  department  or  its  respective 
bureaus,  the  letter  is  manifolded  sufficiently  in  the  conmiandant's 
office  to  furnish  the  inspectors  concerned  a  copy  and  the  manager 
a  sufficient  nimiber  of  copies  so  that  within  a  very  brief  period  of 
time  all  concerned  in  the  work  are  informed  thereof.  Sometimes  ten 
copies  are  made  for  distribution  in  the  same  tipoie  that  one  copy  is 
ordinarily  furnished. 

WTien  a  job  order  is  issued  by  the  manager,  copies  thereof  are  im- 
mediately sent  to  the  inspector  concerned,  the  master  workmen 
charged  with  the  performance  of  the  work,  and  to  the  commanding 
officer  of  the  ship,  if  for  work  on  a  ship  in  commission.  Wlien  the 
work  is  complete/i  the  inspector  initials  the  copy  of  the  job  order 
furnished  him  and  returns  same  with  a  statement  as  to  *'0.K.,'^  or  if 
not  satisfactory  he  is  directed  to  note  on  the  return  copy  of  the  job 
order  the  respect  in  which  unsatisfactory.  The  copy  sent  to  the 
ship  is  similarly  returned  initialed  by  the  ship's  representative. 
These  returned  copies  of  the  job  order  are  filed  in  a  jacket  in  the 
accounting  division  of  the  manufacturing  department^  together  with 
the  original  of  the  job  order,  the  material  stubs,  the  job-order  card, 
and  cost-of-work  card.  It  is  expected  that  the  manager  shall  fur- 
nish the  inspectors  such  assistance,  either  mechanical  or  drafting^  as 
may  be  required,  but  in  view  of  the  former  Secretary's  order  with- 
drawing the  draftsmen  from  the  inspectors  of  machinery,  equip- 
ment, and  pubUc  works,  when  they  had  been  detailed  for  duty  under 
the  inspectors  by  the  commandant,  the  necessary  draftsman's  assist- 
ance to  the  inspectors  has  not  been  what  it  should  it.  Additional 
clerical  assistance  required  by  the  inspectors  and  in  some  instances 
by  other  departments  of  the  yard  has  been  furnished  when  press  of 
work  permitted  by  the  commandant's  office  force  and  the  inspectors 
(whose  offices  are  in  the  commandant's  offices)  have  been  instructed 
that  the  clerical  force  of  the  commandant's  office  is  a  pa]:t  of  their 
equipment. 

(13)  What  check  have  the  bureaus  against  extravagance,  waste- 
fulness, or  inaccuracy  in  the  performance  of  work  done  for  them? 

When  a  request  is  made  by  the  commanding  officer  of  a  vessel  for 
repairs,  a  copy  of  the  request  is  furnished  bv  the  manager  to  the 
inspector  concerned  and  his  comments  and  suggestions  invited. 
Tlie  estimates  are  prepared  by  the  manager  and  are  forwarded  to  the 
commandant  via  the  inspector  concerned.  Except  in  cases  of  extraor- 
dinary extravagance  or  inaccurate  estimates,  tne  inspectors  do  not 
comment,  and  never  so  far  in  any  case  have  they  conunented  on  the 
estimates  as  furnished  by  the  manager. 

It  appears  to  the  commandant  that  imder  the  present  system  the 
manager  must  be  held  responsible  for  the  accuracy  of  the  estimates 
furnished  for  all  work,  and  that  in  so  far  as  estimates  are  con- 
cerned the  bureaus  must  hold  the  manager  responsible  for  the 
estimates.  The  question  of  wastefulness  the  commandant  finds  is 
involved  in  the  minds  of  the  inspectors,  formerly  heads  of  depart- 
ments, who  in  many  cases  used  scrap  not  on  charge  and  apparently 
did  more  economical  work  than  where  the  material  which  came  out  of 
store  was  used.  In  the  consideration  of  all  such  estimates  it  is  tlie  ex- 
perience of  the  commandant  that  the  expenditure  on  labor  is  the  only 
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one  iUH>n  which  a  oompariaon  that  is  at  all  fair  m  possible.  YTHh 
regard  to  inaccuracy  in  the  performance  of  work  done  for  them,  Hie 
inspectors,  having  been  relieved  from  much  of  the  work  that  devolved 
upon  them  as  former  heads  of  departments,  should  find  time  to  be  in 
Close  proximity  to  the  work  as  it  progresses. 

(14)  What  opportunities  does  the  system  afford  the  inspector  to 
acquire  a  close  Knowledge  of  manufacturing  and  repair  work,  the 
mechanical  processes,  and  the  costs  involved,  so  that  they  may  be 
reUed  upon  for  suggestions  and  opinions  in  re^ar<l  to  the  development 
and  improvement  of  the  outfits  under  their  supervision?  Is  the 
system  supNorior  or  inferior  in  this  respect  to  the  system  it  succeeded? 
How  does  it  compare  in  this  respect  with  the  opportunities  afforded 
inspectors  in  jmvate  shipbuildii^  establishments? 

The  inspectors  answer  this  question  in  the  negative;  the  manager 
answers  in  the  affirmative. 

(15)  What  opportunities  have  the  inspectors  to  keep  themselves 
fully  in  touch  with  the  work  at  the  yard  pertaining  to  their  respective 
bureaus,  and  to  what  extent  are  they  able  to  keep  themselves  informed 
of  the  receipt,  transfer,  condition,  and  disposal  of  material,  and  to 
assure  themselves  that  all  material  under  the  cognizance  of  their  respeo* 
tive  bureaus  is  cared  for,  manufactured,  repaired,  assembled,  or  in- 
stalled in  strict  accordance  with  the  required  standards  or  directions 
of  the  bureaus? 

The  inspector  of  machinery  has  an  assistant,-  a  lieutenant-com- 
mander, and  two  subinspectors,  all-round  workmen;  the  inspector  of 
equipment  has  no  subinspector;  the  inspector  of  ordnance  has  no 
subinspector;  the  inspector  of  public  works  has  two  subinspectors. 
The  general  complaint  of  the  inspectors  is  that  they  have  not  proper 
assistance  to  properly  carry  on  their  inspection  work.  This  would 
be  remedied  to  a  great  extent,  in  the  opinion  of  the  commandant,  ii 
the  offices  were  concentrated  in  one  building,  which  would  f acihtate 
obtaining  information.  The  inspectors  do  not  concern  themselves 
regarding  the  receipt,  transfer,  condition,  or  disposal  of  material, 
which  under  order  of  the  department,  excmt  in  special  cases,  is  done 
by  the  general  storekeeper  and  the  manufacturing  department. 

(16)  Is  the  present  system  superior  or  inferior  to  the  former  system 
in  assuring  the  detection  of  errors  or  mistakes  in  the  work  pertaining 
to  the  different  bureaus? 

There  is  no  complaint  from  the  inspector  of  ordnance ;  the  inspector  of 
machinery  considers  it  inferior.    The  commandant  considers  that  the 

§  resent  system  will  ultimately  be  superior  to  the  former  system  in 
etecting  errors  and  mistakes,  excepting  in  so  far  as  the  Bureau  of 
Construction  and  Repair  work  on  ships  not  in  commission  is  concerned. 
The  commandant  believes  that  with  the  present  system  of  inspection 
there  should  be  a  systematic  inspection  of  the  work  of  the  Bureau  of 
Construction  and  Kepair,  which  nas  the  largest  amount  of  work  and 
expends  the  CTeatest  amount  of  monev,  as  well  as  the  inspection  of 
the  work  unaer  the  cognizance  of  other  bureaus.  Either  such  in- 
spector should  be  appointed  or  the  present  system  of  inspectors 
snould  be  abolished  and  in  place  thereof  there  should  be  the  manu- 
facturer, who  should  be  held  responsible  for  the  economical  and 
efficient  work,  regardless  of  what  Dureau  is  involved,  with  such  in- 
spection by  traveling  inspectors  as  the  Navy  Department  may  deem 
necessary.  In  the  inspection  of  ships  in  commission  the  present 
213»5— 10 12 
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system  should  be  satisfactory.  In  the  inspection  of  ships  not  in 
commission  it  would  be  a  matter  of  economy,  in  the  opimon  of  the 
commandant,  to  order  at  least  one,  and  possibly  more,  officers  for 
duty  in  connection  with  such  ships  undergoing  repairs  or  alterations, 
whose  duties  should  be  that  of  the  inspection  of  the  work  involved 
thereon,  and  who  should  be  assigned  to  such  inspection  with  a  view 
to  being  assigned  to  duty  on  that  ship  when  commissioned.  While 
this  change  of  duties  of  the  inspectors  would  apparently  relieve  the 
inspecting  officers  now  on  dutv  at  the  yard,  say,  equipment,  ordnance, 
ana  possibly  engineering,  of  their  specific  duties  as  inspectors,  it 
would  not  relieve  the  yard  of  the  necessity  of  having  two  or  more  of 
these  officers  on  duty  because  the  navy-yard  is  a  mihtary  station. 
There  are  more  than  5,000  enlisted  men  now  at  this  station.  The 
regulations  nroperly  require  that  an  officer  shall  be  on  duty  at  the 
station  at  aU  times.  This  officer  must  be  a  line  officer  and  he  should 
live  in  the  yard;  at  the  same  time  he  is  available  for  the  inspection 
duties  he  now  performs. 

The  commandant  on  the  15th  furnished  each  inspector,  the  gen- 
eral storekeeper,  and  the  manager  with  a  copy  of  the  Secretary's 
letter,  with  directions  to  have  the  information  asked  for  deUvered  to 
him  the  following  day  by  11  a.  m.  "  He  has  been  in  doubt  as  to  whether 
he  should  forward  these  memoranda  in  connection  with  his  communi- 
cation. In  some  cases  they  are  too  hastily  compiled,  and  in  some 
cases  they  divert  from  the  subject  concerned.  Since  the  commandant 
has  been  in  command  he  has  noticed  that  the  natural  bias  of  the 
officers  to  see  the  work  of  the  navy-yard  only  through  the  eyes  of 
the  bureau  to  which  they  are  attached  has  been  somewhat  modified, 
but  has  not  entirely  been  modified.  There  will  always  be  friction 
under  the  present  system,  because  the  line  officer,  the  engineer  officer. 
and  the  civil  engineer  officer  do  not  wish  to  serve  under  the  command 
of  the  naval  constructor.  It  has  been  the  custom,  and  in  many  cases 
the  law,  that  the  commanding  officers  should  be  line  officers,  and  it 
will  be  many  years,  if  ever,  before  the  personnel  of  the  service  will 
be  satisfied  and  do  entirely  satisfactory  work  under  any  other  con- 
dition of  affairs. 

The  commandant  will  be  pleased  to  forward  the  comments  of  the 
inspectors,  ''manager,''  ana  general  storekeeper,  if  the  Assistant 
Secretarv  wishes  them. 

Very  respectfully,  E.  D.  Taussig, 

Rear-Admiral,  U.  S.  Navy,  Commaridant. 

The  Assistant  Seobetabt  of  the^  Navy, 

Navy  Department,  Washington,  D.  G. 
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A. 

Worhing  huildinga  in  yard. 


Build- 
tag. 


Title. 


Floor 

8PIIO0. 


Assignnient,  origliial. 


Aaslgnment  undflr 
oonsoUdatlon. 


Coiutnictlaa  and  repair 


OUhoQae.. 
Smithery.. 

Ckialiiied.. 


Oeneral  stonhooae. 

Stofehonae 

Oenerai  atorehonae. 


....do 

-...do 

Machtae  shop. 


Btorebooae.   pay  offloe,  and 

board  of  liiqwotion. 
Ship  joiners 

Commandant  and  captain  of 
yard— olfioea  aeoond  floor, 
and  atorduNiae  fliat  floor. 

Dry-dock  pump  lioase 

Foundry 

Boiler  shop 

Chemical  laboratory 

Masthonae 

Shlplolnen' shop. 

BawmlU  and  air  plant 


Timber  shed  (1)  and  artificer 
school  (2). 


Timber  shed  on  first  floor;  con- 
struction ofllces  and  mold 
loft  on  second  floor. 

Timber  shed 

Ifachhieshop 

Heavy-tool  shop 

PaintShop 

Carpenter  shop 

Bending  shed 

Foundry 

Storehouse 

Latrine 

Sand  storage 

Sail  and  rigging  loft 

Latrine 

....do 


aq.  feet. 

2,400 

700 

410 
23,660 

12,500 


25,000 

460 

26,000 

39,000 
32,fi00 
32,600 

23,400 
20,000 
30,000 

3,600 

20,800 

20,600 

1,400 
068,100 

024,000 

041,000 
832,000 

875,300 


876,300 
763,500 

640,900 
134,800 


340,200 
127.500 

455,000 

31,000 

9,700 

13,000 

466,200 


16,100 
4»400 


Yarda  and  docks 

Construction  and  re- 
pair. 

Supplies  and  accounts. 

Construction  and  re- 
pair. 

Part  to  general  store- 
keeper for  cement 
and  part  to  equip- 
ment for  coal. 

SuppUea  and  ac- 
counts. 

Construction  and  re- 
pair. 

Supplies  and  ac- 
counts. 

....do 

-...do 

First  floor  to  ordnance 
machine  shop, 
second  floor  t  o 
general  storekeeper. 

Supplies  and  ac- 
counts. 

Construction  and  re- 
pair. 

Yards  and  docks 


Yards  and  docks... 
Steam  engineering. 
....do 


Supplies  and  accounts. 
Construction  and  re- 
pair. 


.do. 


Sawmill,  construction 
and  repair;  air  plant, 
vards  and  docks. 

Tunber  shed,  supplies 
and  accounts;  artif- 
icer school,  con- 
structian  and  repair. 

First  floor,  supplies 
and  accounts;  sec- 
ond floor,  construc- 
tion and  repair. 

Supplies  and  accounts . 

Steam  engineering. . . . 


.do. 


Two-thirds,  oonstruo- 
tion  and  repair;  one- 
third,  yards  and 
docks. 

Yards  and  docks 

Construction  and  re- 
pair. 

Construction  and  re- 
pairs. 

Yards  and  docks 

do 

Supplies  and  accounts. 

Equipment 


Yards  and  docks . 
....do 


Yards  and  docks. 
ManufiBeturtng  department, 

miscellaneous  stores. 
General  storekeeper. 
Manulacturlng  department, 

smithery. 
Part  to  general  storekeeper 

for  cement  and   part  to 

mannlJMTtnitag  departinent 

for  boats. 
General  storekeeper. 

ManutMsturing  department 

misceUaneous  stores. 
General  storekeeper. 

Do. 
Do. 
General  storekeeper 
and  watchmen  room. 


Pay  office  and  general 
storekeeper. 

First  floor  shipwrights  and 
second  floor  rigging  loft. 

Commandant,  captain  of 
vard,  and  inspectors'  of- 
fices second  floor,  and 
storehouse  flxst  floor. 

Manufacturing  department, 
pump  house. 

Manufacturing  department, 
foundry. 

Manufacturing  department, 
boiler  shop. 

General  storekeeper. 

Manufacturine;  second  flow, 
sail  loft  and  pattern  stow- 
age; first  floor,  boats. 

First  fioor,  boat  shop;  second 
floor,  varnish  and  uphol- 
stering rooms;  block  and 
copper  shop. 

Joiner  shop  and  sawmill. 


First  floor,  general  store- 
keeper; second  floor,  artif- 
icer school. 

First  floor,  general  store- 
keeper; second  floor,  offices 
of  manufacturing  depart- 
ment. 

General  storekeeper. 

Manufacturing  department, 
engine  machine  shop. 

Manuf^turlng  department, 
paint  shop. 


General  storekeeper. 

Manufacturing  department, 
bending  shed. 

Manuftoturing  department 
plumbers'  shop. 

Rubbish. 
Do. 

General  storekeeper. 

First  floor,  general  store- 
keeper; second  floor,  mold 
loft,  manufacturing  deport- 
ment. 

Manuiteturing  department 
Do. 
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Working  lmiiding;t  in  j^ord— Continued. 


Build- 


TlUe. 


Floor 
space. 


Assignment,  original. 


Assignment  under 
oonsolidfttkm. 


66 


Shlpfitters'  shed 

Bhipfitters'  shop 

Oil  house 

Bhipfitters'  shop 

Power  plant 

Copper  shop 

Ordnance  building 

Oil  house 

Office  building 

Bhops  and  offices 

Oarbaga  crematory 

Stables 

Dispensary 

Pitch  house 

Pattern  shop 

Chain  storage  and  machinists' 
school. 

Machine  shop 

OU  tanks 

Stonhouse 

Locomotive  house 

Steel  storage 

Latrine 

Plumbers' shop 


770,300 

896,200 
»,0QO 
48,100 

788,700 

344,200 

699,100 

8,800 

149,600 

409,600 

3,600 

101,400 

87,600 

900 

360,400 
266,200 


633,300 
12,000 

14,400 
20,000 

253,500 

38,200 

7,200 


Construotioo  and  re- 
pair. 

...:.do 

Supplies  and  aooounts. 

Construction  and  re- 
pair. 

Yards  and  docks 

Steam  engineering .... 

Ordnance 

Supplies  and  accounts. 

Steam  engineering .... 

Yards  and  docks 

do 

do 

Medicine  and  surgery . 

Construction  and  re- 
pair. 

Steam  engineering .... 

Chain  storage  under 
equipment:  machin- 
ists' school  under 
steam  engineering. 

Equipment. 

Consmiction  and  re- 
I>air. 

Supplies  and  aooounts. 

Yards  and  docks 

Supplies  and  accounts. 

Yards  and  docks 

do 


Bhipfitters'  shop. 

Do. 

Qenenl  i 

Manutecturing 

hull  machine  shop. 
Power  plant 
Copper  shop. 

Supplies  and  looountiL 

Electrical  shop. 

Garbage  crematory. 

StabloBw 

Medicine  and  surgery. 

Manufacturing  depflrtmeat, 

pitch  house. 
Pattern  shop. 


Manufacturing  department, 
first  floor  (stores);  second 
floor,  machinists'  school. 

General  storekeeper. 
Do. 

Do. 
Manufacturing  department, 

locomotive  house. 
General  storekeeper. 
Manufacturing  department. 
Manufacturing  department, 

ahMtnwtBlshop. 


B. 

Unitbd  States  Navy- Yard,  Norfolk,  Va.,  February  1,  1909, 
Sir:  You  are  assigned  to  duty  as  inspector  of  all  work  done  in  this  yard  ^t  pertains 
to  design,  building,  and  fitting  out  and  repairing  of  main  and  auxiliary  machinery, 
other  than  electric,  used  on  naval  vessels;  the  steam  pumps,  steam  heaters,  distilling 
apparatus,  refrigerating  apparatus,  all  steam  connections  of  ships,  and  the  steam 
machinery  necessary  for  actuating  the  apparatus  by  which  turrets  are  turned;  includ- 
ing joint  inspection  with  the  inspector  of  equipment  of  electrically  driven  refrigerating 
machinery  and  steam-driven  dynamos;  also  the  manufacturing  of  all  equipage 
pertaining  to  the  above. 

2.  All  inspection  duties  performed  by  you  prior  to  this  assignment  are  to  be  con- 
tinued, but  any  labor  necessary  must  be  obtained  from  the  senior  naval  constructor 
on  requisition. 

Very  respectfully,  E.  D.  Taussig, 

Rear-Admiral,  U.  S.  Navy,  Covmumdani, 
Inspector  of  Machinery, 

Navy-  Yard,  Norfolk,  Va, 


United  States  Navy- Yard,  Norfolk,  Va.,  February  6, 1909, 
Sir:  You  are  detailed  as  consulting  engineer  to  the  commandant  and  inspector  of 
public  works  at  this  yard  and  station.  You  will  inspect  all  work  in  progress  which  is 
^nerally  comprised  under  the  term  "public  works,"  and  keep  tne  commandant 
informed  of  the  general  condition  and  progress.  You  will  make  sucn  recommendations 
to  the  commandant  for  repairs,  improvements,  and  development  of  public  works  as 
seem  for  the  interest  of  the  yard  and  station.   You  will  contmue  in  chazge  of  the  con- 
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Bolidation  of  the  power  plant  and  its  accessories  until  further  orders,  and  where  work 
in  this  connection  is  done  by  yard  labor  it  will  be  furnished  by  the  manufacturing 
department.  You  will  continue  in  chai^se  of  ** public  works"  which  are  executed  by 
contract.  In  the  performance  of  your  auties  you  will  call  upon  the  manufacturing 
department  for  such  assistance  as  may  be  necessary. 

Respectfully,  E.  D.  Taussig, 

Rear'Admiral,  U,  S,  Navy,  Cimimanaant, 
Civil  Engineer  A.  C.  Cunningham,  U.  S.  Navy, 

Navy-  Yard,  Norfolk,  Va. 


Copy  U.I 

UNrTBD  States  Navy-Yard, 
Norfolk,  Va.,  February  1, 1909. 
Sir:  You  are  assigned  to  duty  as  inspector  of  all  work  done  in  this  yard  that  pertains 
to  the  instaUaticm,  maintenance,  and  repair  of  interior  and  exterior  signal  communi- 
cations and  of  all  electrical  appliances  of  whatsoever  nature  on  board  naval  vessels, 
and  jointly  with  the  inspector  of  ordnance;  range  finders,  battle  order,  range  and 
deflection  transmitters  and  indicators,  motors,  and  their  controlling  apparatus  used 
to  operate  the  machinery  not  at  this  date  under  the  Bureau  of  Equipment;  the  manu- 
facture and  repair  of  rope,  anchors,  cables,  rigging,  all  canvas  work,  galleys,  cooking 
utensils,  and  m  general  all  that  pertains  to  tEe  equipment  of  ships,  and  so  much  m 
the  structural  work  as  pertains  thereto. 

Very  respectfully,  E.  D.  Taussig, 

Rear-Admiral,  U.  8.  Navy,  ComTnandarU, 
Inspsctor  of  Equipment, 

Navy-  Yard,  Norfolk,  Va. 


United  States  Navy- Yard, 

Norfolk,  Va.,  January  t9,  1909. 
The  Naval  Constructor: 

1.  The  naval  constructor  shall  have  charee  of  all  work  not  involved  in  the  handling 
of  stores,  the  manufacture  of  clothing,  or  tne  preparation  and  handling  of  provisions, 
and  shall  under  the  direction  of  the  commandant  be  responsible  for  the  efficiency  of 
the  manufacturing  force  of  tl;e  navy-yard. 

2.  The  naval  constructor  shall  have  direct  char^  of  all  labor,  shop,  dnr  docks, 
tools,  and  appliances,  and  will  execute  the  technical  work  as  authorized  by  the 
commandant. 

3.  He  shall  furnish  everv  facility  to  the  inspectors  in  the  drawing  office,  clerks' 
office,  on  shipboard 2  and  elsewhere  to  inspect  and  test  all  work  performed,  and  will 

Slve  them  such  additional  assistance  as  may  be  necessary  in  Uie  periormance  of  their 
uties. 

4.  He  shall  make  out  one  pay  roll  for  all  navy-yard  workmen  in  the  consolidated 
department,  and  a  second  roll  for  the  civil-service  employees,  including  foremen. 

6.  He  shall  furnish  the  inspectors  concerned  with  copies  of  all  job  orders  issued, 
complete  as  to  appropriation,  time,  cost,  authority,  etc.  He  shall  permanently  file 
this  copy  of  the  joo  order  when  returned  by  the  inspector  with  his  indorsement. 

6.  He  will  be  responsible  for  the  care,  preservation,  and  maintenance  of  all  public 
works,  and  the  equipment  thereof,  except  articles  in  the  care  and  custody  of  the 
genenJ  storekeeper,  and  of  the  medical  and  pay  officers. 

7.  He  shall  be  responsible  for  the  care  and  preservation  of  all  ships  in  ordinary, 
their  boilers,  engines,  and  equipment. 

8.  He  shall  do  no  work  involving  the  expenditure  of  funds  except  as  authorized  by 
the  commandant. 

9.  The  naval  constructor  is  authorized  to  discipline  employees  as  he  may  consider 
necessary,  reporting  at  once  every  case  of  suspension  or  discharge  to  the  commandant 
for  his  approval. 
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P. 

35-M.] 

Navy- Yard,  Norfolk,  Va.,  February  4, 1909. 
Sir  :  1 .  In  addition  to  your  duty  as  officer  in  chaige  of  the  Machinists'  School,  you  will 
perform  the  duties  of  inspector  of  ship  construction  work,  not  assigned  to  the  inspectors 
of  equipment,  ordnance,  or  machinery. 

2.  Such  assistance  as  mav  be  needed  will  be  furnished  by  the  naval  constructor 
upon  application  through  tne  commandant. 

Respectfully,  E.  D.  Taussig, 

Rear-Admiralf  U.  S,  Navy,  Commandant. 
Lieut.  A.  N.  Mttohsll,  U.  S.  Navy, 

Navy- Yard,  Norfolk,  Va. 


Q. 

United  States  Navy- Yard, 
Norfolk,  Va.,  January  SI,  1909. 

Sir:  From  and  including  February  1, 1909,  you  are  assigned  to  duty  as  inspector  of 
all  work  done  in  this  yard  that  pertains  to  offensive  and  defensive  arms  and  apparatus 
(including  torpedoes),  all  ammunition  and  war  explosives,  the  installation  of^tne  per^ 
manent  fixtures  of  the  armament  and  its  accessories  on  board  ship,  the  methods  of 
stowing,  handling,  and  transporting  ammunition  and  torpedoes,  turret  ammunition 
hoists,  the  requirements  of  all  ammunition  hoists,  the  method  of  construction  of 
armories  and  ammunition  rooms  on  shipboard,  their  location  and  the  location  of  the 
ammunition  hoists,  the  installation  of  all  parts  of  the  armanent  and  its  accessories 
which  are  permanently  attached  to  any  p|ortion  of  the  structure  of  the  hull;  including 
turret  guns,  turret  mounts,  and  ammunition  hoists  and  such  other  mounts  as  require 
simultaneous  structural  work  in  connection  with  installation  or  removal;  the  arrange- 
ments for  centering  turrets  and  the  character  of  the  roller  paths  and  their  supports. 
Together  with  the  inspector  of  equipment,  vou  will  also  inspect  all  electrically  oper- 
ate ammunition  hoists,  rammers,  and  gun  elevating  gear  which  are  in  turrets;  electric 
range  finders;  electrical  training  and  elevating  gear  for  gun  mounts  not  in  turrets; 
electrically  operated  air  compressors  for  charging  torpedoes;  and  all  battle  order,  range 
and  deflector  transmitters  and  indicators. 

2.  All  inspection  duties  performed  by  you  prior  to  this  assignment  are  to  be  con- 
tinued, but  any  labor  necessary  must  be  obtained  from  the  senior  naval  constructor  on 
requisition. 

Very  respectfully,  (Signed)  E.  D.  Taussig, 

Rear-Admiral,  U.  8.  Navy,  Commandant. 

Inspector  of  Ordnance, 

Navy-  Yard,  Norfolk,  Va. 


Copy-UJ 


United  States  Navy- Yard, 

Norfolk,  Va.,  February  ind,  1909. 


Order. 

The  inspection  of  hull  and  permanent  fittings  of  vessels  under  construction  or 
repair  at  tJais  yard  shall  be  subdivided  among  the  various  inspectors  as  follows: 

Inspector  of  construction  work. — Hull:  spars  in  place;  tanks,  water;  ladders,  hatch; 
gratings,  hatch;  hooks,  hammock,  in  place. 

Inspector  of  machinery. — Engines,  main;  engines,  auxiliary;  boilers;  pumps,  steam; 
engine-room  annunciators;  tanks,  oil,  fitted  to  ship;  windlasses,  steam;  steerers,  steam; 
radiators,  steam;  ash  hoists,  steam;  distilling  apparatus. 

Inspector  of  ordinance. — Cranes,  shot  and  shell;  permanent  ordnance  fittings  as  fol- 
lows; Bolts,  nuts,  and  washers  for  deck  circles;  brackets  for  shell  boxes,  when  secured 
to  the  ship;  brackets  for  loading  trays,  when  secured  to  the  ship;  brackets  for  priming 
wires  and  boring  bits,  when  secured  to  the  ship;  brackets  for  cutlasses,  small  arms, 
etc.,  when  secured  to  the  ship;  circles,  deck,  for  pivoting  and  training  guns  and 
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shields;  circles,  gun,  in  ship's  tope;  engines  for  training  guns;  hoists,  ammunition; 
hooks  and  hangers  for  rammers,  spondee,  etc. ;  motors  for  turning  turrets  and  operating 
ammunition  hoists;  rivets,  etc.,  for  sliding  pivot  and  rail  sockets;  screws  mr  deck 
circles;  sockets,  rail;  sockets,  sliding  pivot;  sockets,  clevis;  circles  for  broadside 
torpedo  tubes  suspended  overnead,  and  bolts  and  hangers  for  same:  circles  for  broad- 
side torpedo  tubes  training  on  deck,  and  screws  for  same;  piping  for  torpedo  air  sy»> 
tem;  torpedo  air  compressors  and  securings;  torpedo  accumulators  and  securings; 
torpedo  separators  ana  securings;  tiuret  gun  mounts  and  their  attachments;  circles 
ana  securings  for  central  pivot  twin  torpedo-tube  mounts;  circles  and  securings  for 
central  pivot  single  torpedo-tube  mounts;  deck  sockets  and  securingsfor  pivot  boltsof 
upper  deck  torpedo-tube  mounts;  standards  for  torpedo  directors  for  central  pivot, 
fixed  bow  or  fixed  stem  torpedo-tubes;  torpedo  castmgs,  trolleys,  platforms, brackets, 
screens,  and  voice  tubes  and  securings  lor  same. 

Inspector  of  equipment, — Pumps,  nand,  fixed;  stanchions,  awning;  bell,  ship's; 
speaking  tubes;  generating  sets  of  greater  than  4  kilowatt  capacity;  wire,  electric,  in 
place;  ventilating  blowers,  fixed;  electric  fixtures  permanently  secured  (not includ- 
ing globes,  shades^  and  lamps);  circuits,  electric,  and  appendages;  ri^ng,  standing; 
davits,  boat;  davits,  cat  and  fish;  lightning  conductors  in  place;  blocks  in  place; 
motoTB  ion  turning  turrets  and  operating  ammunition  hoists. 

£.  D.  TAU8BI0, 

Rear-Admiral,  U.  S.  Navy,  CommandanL 


14. 


Commandant's  Office, 

Mare  Island  Navy- Yard,  April  22,  1909. 

Sm:  1.  Referring  to  the  department's  letter  No.  27174--E-15, 
dated  ^ril  12,  1909,  directing  me  to  submit  a  report  givin£^  com- 
plete information  concerning  uie  present  status  of  shops  and  work 
at  the  yard  under  my  command  as  a  result  of  the  recent  reorganiza- 
tion of  the  yard,  I  have  the  honor  to  report  as  foUows: 

2.  Departments  letter,  paragraph  1, — rrobable  effect  of  the  recent 
reorgamzation  upon  the  efficiency  and  economy  of  work  now  or  here- 
after undertaken. 

(a)  This  yard  has  not,  since  the  reorganization,  been  called  upon 
to  make  large  repairs  to  the  fleet.  There  have,  however,  been  a 
large  number  of  torpedo  vessels  and  several  larger  auxiliaries  of  the 
fleet  at  the  vard  at  the  same  time  for  repairs  since  the  reoi^anization 
was  ordered.  In  fact,  these  ships  came  to  the  yard  soon  after  the 
receipt  of  the  department's  instructions  and  repairs  were  made  in 
the  midst  of  reorganization,  and  the  yard  was  therefore  at  a  disad- 
vantage. 

(h)  In  judging  the  advantages  of  the  reorganization  it  will  thus 
be  seen  that  the  yard  has  not  yet  been  called  upon  to  handle  a  large 
number  of  large  ships  at  one  time,  and  that  on  the  other  hand  the 
repairs  that  have  been  made  to  the  ships  of  the  fleet  were  made  imder 
disadvantages. 

(c)  Even  under  these  disadvantages  the  present  system  shows  up 
weU.  While  no  actual  comparative  data  is  at  hand  regarding  costs 
of  this  work  and  actual  figures  can  not  therefore  be  given,  it  is  quite 
certain  that  the  cost  of  the  work  was  not  greater  than  before  reor- 
ganization, and,  for  reasons  given  later,  it  seems  highly  probable 
that  the  cost  of  the  work  is  loss.  Of  the  smooth  workmg  of  the  sys- 
tem and  the  rapidity  in  which  the  work  was  turned  out,  there  is 
ample  evidence.  The  requests  for  work  from  the  ships  in  the  various 
departments  were  quickly  investigated,   and  these  investigations 
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being  made  by  one  department,  the  work  under  one  bureau  involv- 
ing work  under  another  was  investigated  as  a  whole,  thus  obviating 
the  delays  which  previously  occurred  with  independent  departments. 
The  work  was  quickly  undertaken — as  a  whole — ^not  as  separate 
parts,  each  part  being  under  a  separate  bureau,  and  was  quickly 
completed. 

(a)  The  one  management  has  a  great  advantage  in  this  respect 
over  the  former  organization.  Formerly  it  required  the  closest  coop- 
eration and  constant  consultation  between  the  various  heads  of 
.  departments  to  carry  on  the  work,  frequently  overlapping,  under  the 
various  bureaus  together,  so  that  there  would  be  no  delay  occasioned 
by  one  department  waiting  for  another.  Even  with  excellent  heads 
or  departments  and  close  cooperation  there  were  many  delays  on 
account  of  one  department  being  held  back  by  another,  and  with 
one  indifferent  head  of  department  these  delays  would  be  serious. 

(e)  The  dispatch  with  which  work  was  executed  on  the  vessels 
of  the  fleet  recently  at  the  yard  shows  the  excellence  of  the  present 
organization  so  far  as  rapidity  of  doing  work  is  concerned.     This 

fomt  was  noted  by  a  numoer  of  the  conunanding  officers  with  whom 
discussed  the  subject,  and  two  commanding  officers  submitted  to 
me  official  reports  commending  the  new  organization. 

(/)  TTie  discussion  of  the  eJBfciency  and  economy  of  the  organiza- 
tion naturally  divides  itself  into  three  heads: 

1.  Cost  of  work;  is  it  increased  or  decreased  by  the  change  in 
organization? 

2.  Quality  of  work;  has  the  quality  of  the  work  deteriorated  by 
the  change  in  organization? 

3.  Rapidity  of  doing  work;  is  the  work  done  more  rapidly  under 
the  new  organization  tnan  the  old? 

Each  of  these  will  now  be  discussed  for  the  yard  under  my  conmiand. 

1.  Cost  of  work;  is  it  increased  or  decreased  by  the  change  in 
organization? 

There  were  five  manufacturing  departments,  each  with  an  inde- 
pendent head,  subject  only  to  the  orders  of  the  commandant.  Each 
of  these  departments  had  its  own  organization,  its  own  offices,  its 
own  clerks,  its  own  draftsmen,  its  own  shops.  There  were  5  sep- 
arate blacksmith  shops,  3  separate  sheet-metal  shops,  4  separate 
joiner  shops,  4  separate  pattern  shops,  5  separate  machine  shops, 
3  separate  electric  shops,  2  separate  copper  shops,  3  separate  found- 
ries, 3  separate  paint  shops.  In  each  of  these  shops  it  was  neces- 
sary to  maintain  an  organization — tool  rooms,  with  keepers,  super- 
visory force,  sweepers,  etc.  Under  the  new  oi^anization  there  is 
1  oflice  (excluding  inspectors'  offices  which  have  been  consolidated 
in  the  commandant's  building),  1  drafting  force,  1  accounting  depart- 
ment, 1  blacksmith  shop,  1  joiner  shop,  1  sheet-metal  shop,  1  pat- 
tern shop,  3  machine  snops  (these  will  probably  later  be  reduced 
to  2).  1  electric  shop,  1  copper  shop,  2  foundries,  and  1  paint  shop. 
All  or  these  are  under  one  head,  who  is  responsible  to  the  command- 
ant for  the  efficiency  of  the  whole.  It  is  self-evident  that  the  over- 
head expense  of  the  new  organization  is  less  than  the  old,  e.  g.,  the 
percentage  of  overhead  expense  for  January  (construction  and  repair) 
was  26  per  cent,  while  the  percentage  for  March  (manufacturing 
department)  was  16  per  cent.  Under  the  old  organization  there 
might  be  five  ditferent  ways  of  doing  the  same  job;  mere  ia  undoubt- 
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ediT  one  best.  With  the  one-department  organization  the  best  in 
eacn  of  the  five  old  departments  is  being  picked  out  and  applied  to 
the  whole.  Under  the  old  organization  in  one  department  a  helper 
is  doing  a  certain  class  of  work,  while  in  another  department  a  firat- 
class  mechanic  is  doing  the  same  work.  In  the  new  organization 
if  a  helper  can  do  the  work  in  one  place,  he  does  it  in  an.  If  the 
administrative  ability  of  the  head  of  the  single  department  is  at  least 
equal  to  that  of  the  heads  of  the  five  separate  departments,  it  is 
quite  certain  that  under  the  new  organization  costs  are  redueed. 
Furthermore,  under  the  old  oi^anization,  four  of  the  manufacturing 
departments  were  required  to  obtain  certain  yard  facilities,  cranes, 
sheer  legs,  railroad  cars,  locomotives,  teams,  lights  on  ships,  etc., 
from  the  nfth  department.  Frequent  delays  were  caused  by  delays 
in  obtaining  these  facilities  and  often  two  departments  called  on 
the  fifth  department  for  the  same  facilities  for  the  same  time,  and 
on  the  principle  ^' first  come,  first  served,"  the  impcHlant  work 
frequent]^  had  to  wait  for  the  unimportant.  Thia  arrangement 
undoubtedly  added  to  the  cost  of  the  work.  Under  the  new  organi- 
zation these  facilities  are  controlled  by  the  department  which  uses 
them. 

In  conclusion,  the  commandant  can  not  see  how  it  is  possible  not 
to  reduce  costs,  provided  the  experience  and  abiUty  of  the  head  of 
the  new  manufacturing  department  in  management  is  equal  to  that 
of  the  five  old  departments,  and  the  commandant  has  no  reason  to 
believe  that  such  is  not  the  case. 

2.  Quality  of  work;  has  it  deteriorated  by  the  change  in  organi- 
zation? 

Under  the  old  organization  there  was  no  outside  inspection  of  the 
work — each  head  of  department  was  the  inspector  of  the  work  done 
by  himself.  Under  the  new  org^anization  there  are  five  separate 
inspectors,  all  experienced  commissioned  officers,  three  with  expe- 
rienced civilian  assistants,  watching  the  work  done  by  the  manu- 
facturing department.  These  officers  are  relieved  of  the  adminis- 
trative duties  formerlv  performed  and  can  devote  their  whole  time 
to  the  inspection  of  the  work,  and  the  inspection  by  them  is  much 
more  rigid  than  formerly,  for  now  they  are  not  inspecting  their  own 
work,  but  that  of  some  one  else.  At  this  yard  methods  have  been 
objected  to  by  inspectors  which  were  followed  under  the  same  inspect- 
ors previous  to  consolidation.  Besides  this  inspection  n  the  newly 
organized  manufacturing  department,  more  rigid  inspection  is  pro- 
vided in  the  department  itself.  For  example,  the  shop  superintend- 
ent, who  is  in  charge  of  all  work  in  the  shops,  has  assistants  besides 
the  regular  foremen,  quartermen,  etc.,  who,  in  addition  to  devising 
better  and  cheaper  ways  of  doing  the  work,  also  inspect  the  work 
for  quahty.  There  is  also  on  his  staff  an  experienced  man  as  shop 
inspector.  Under  these  conditions  the  quahty  of  the  work  can  not 
deteriorate,  but  should  be  improved. 

3.  Rapidity  of  doing  work;  is  the  work  done  more  rapidly  under 
the  new  organization  wian  under  the  old  ? 

This  question  is  rather  fully  discussed  under  paragraphs  2c,  2d, 
and  2«,  m  reference  to  actual  experience  with  vessels  of  the  fleet. 
There  can  be  no  doubt  that  work  is  more  quickly  started  and  more 
quickly  pushed  to  completion  with  the  new  organization  than  with 
the  old.    This  is  not  only  my  judgment,  but  is  also  the  judgment  of 
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officers  of  ships  repaired  at  tliis  yard.  In  this  connection  attention, 
is  invited  to  a  letter  from  the  commanding  officer  of  one  of  the  tor- 
pedo flotillas  on  this  subject,  a  copy  of  which  is  inclosed  herewith, 
marked  "A." 

The  change  in  organization  has  advanced  the  date  of  completion  of 
the  Promemeus  to  a  marked  extent.    The  hull  of  this  vessel  was 

Sractically  complete  on  January  1,  1909.  The  machinery  on  this 
ate  was  little  more  than  well  started.  When  consolidation  became 
eflFective  the  old  steam  engineering  shops  were  crowded  with  work 
far  beyond  their  capacity,  while  similar  shops  in  other  departments 
were  verv  slack.  By  distributing  this  work  to  shops  of  other  depart- 
ments which  were  slack  and  by  putting  on  night  shifts  in  the  machine 
shop  and  foundrv  the  work  has  been  rapidly  advanced.  There  is  no 
douDt  that  the  changes  made  at  this  yard  have  advanced  the  date  of 
completion  of  this  vessel  several  months,  probably  six. 

3.  Devartmenfs  letter,  pardffravh  2, — Saving  in  shop  and  storage 
space  effected  hj  recent  consolidiition — ^Will  this  saving  obviate  the 
necessity  for  asking  for  additional  shops  and  storehouses  in  the  near 
future? 

(a)  The  tabular  statement  given  in  paragraph  4,  subhead  9,  of  this 
report  gives  the  disposition  of  the  various  shops  affected  by  con- 
solidation and  the  areas  of  the  various  spaces. 

(6)  There  has  been  considerable  saving  in  space  effected  by  the 
consolidation,  as  will  be  seen  from  this  table.  Some  of  this  space  has 
been  assignea  to  the  general  storekeeper,  some  has  been,  or  will  be, 
utilized  in  extending  present  shops,  thus  obviating  the  necessity  of 
new  buildings,  some  will  be  torn  out  to  increase  the  efficiency  of  other 
shops  (pattern  shops  in  second  floor  of  machine  shops),  and  some, 
consisting  of  unsightly  sheds,  will  be  torn  down. 

(o)  ConsoUdation  will  obviate  the  necessity  of  asking  for  certain 
new  buildings  or  extensions,  as  detailed  below: 

1.  Extension  of  building  No.  Ill,  $29,000,  requested  last  year. 
This  is  the  ordnance  machine  shop.  Under  consohdation  this  exten- 
sion is  not  required. 

2.  Extension  of  steam  engineering  machine  shop,  building  87, 
$148,000,  requested  last  year.  The  removal  of  the  Dlacksmith  ana 
boiler  shop  from  buildings  Nos.  89  and  91  will  allow  for  the  necessary 
extension,  though  money  will  be  needed  for  crane  tracks,  cranes,  etc., 
for  this  extension.  These  facilities,  however,  shoula  have  been 
installed  long  ago.  This  year  $75,000  has  been  asked  for  to  make 
these  improvements.  On  items  1  and  2  there  will  therefore  be  a 
saving  of  $102,000. 

3.  New  boiler  shop  for  steam  engineering,  urgently  recommended 
last  year  and  $132,000  asked  for.  By  abolishing  the  steam  engineer- 
ing auxiliary  machine  shop,  building' No.  122,  and  assigning  this  as  a 
boiler  shop,  a  new  shop  will  not  be  needed ;  but  an  extension  should 
be  made  to  this  building  and  $85,000  has  been  asked  for  this  purpose, 
which  will  result  in  a  net  saving  by  consolidation  of  $47,000. 

4.  Office  building  for  steam  engineering  department,  $35,000, 
asked  for  last  year.     Will  not  be  needed ;  net  saving  of  $35,000. 

5.  A  pattern  shop  and  pattern  storage  building  would  have  been 
requirea  in  the  immediate  future.  (See  report  of  Chief  of  the  Bureau 
of  Steam  Engineering,  1906,  page  14,  and  report,  1907,  page  18.)  A 
pattern  shop  and  storage  for  the  combined  yard  would  not  have  cost 
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less  than  $125,000.  By^  consolidation  a  splendid  consolidated  shop 
and  storage  loft  is  obtained  in  building  No,  55,  which  is  a  2-stoiy 
building  400  by  60  feet.  The  net  saving  on  this  item  by  consolida- 
tion is  not  less  than  $120,000. 

6.  An  additional  building  for  the  equipment  department  for 
repair  and  care  of  anchors,  chains,  ranges,  bake  ovens,  etc.,  in  which 
it  was  proposed  to  install  a  fotmdry,  drop  forge  shop,  etc.,  to  cost 
$165,000,  was  requested  last  year.  This  building  is  not  now  required. 
A  net  saving  of  $155,000. 

7.  Last  year  there  was  inmiediate  urgent  need  of  an  additional 
large  storehouse.  ^  On  account  of  consoliaation  the  storehouse  facili- 
ties are  greatly  improved.  The  estimate  for  the  additional  store- 
house has  been  repeated,  but  the  need  of  this  is  not  urgent,  as  it  was 
last  year. 

8.  Building  for  pipe  stowage,  $37,500,  requested  last  year,  has 
been  omitted  this  year. 

9.  An  extension  of  buildings  Nos.  52  and  116,  machine  shop,  esti- 
mate $75,000,  has  been  requested  this  year  and  was  not  requested 
last  ^ear.  If  this  is  granted,  the  old  ordnance  machine  shop,  build- 
ing ^o.  Ill,  will  be  (fiscontinued,  and  this  building  will  be  available 
for  other  purposes. 

4.  Department's  letter,  paragraph  5. — ^The  specific  questions  asked 
in  the  department's  letter  are  answered  below: 

Question  1.  In  what  machine  shops  has  manufacturing  work  been 
discontinued? 

(a)  Yards  and  docks,  building  No.  55. 

(b)  Steam  engineering  auxiliary  shop,  building  No.  122. 

(c)  Manufacturing  work  has  also  been  discontinued  in  ordnance 
shop,  building  No.  Ill,  except  for  work  on  guns,  sights,  and  mounts. 
General  machine  work  transferred  to  other  shops. 

'  (d)  Manufacturing  machine  work  has  been  discontinued  in  the 
old  equipment  electrical  machine  shop,  building  No.  101.  Formerly 
this  shop  was  used  for  general  machine  work  coming  under  the 
bureau  of  equipment.  This  has  been  discontinued,  and  the  machine 
work  done  in  tnis  shop  is  now  limited  to  machine  work  in  connection 
with  electrical  repair  work. 

Question  2.  To  what  shops  has  such  work  been  transferred! 

It  depends  on  the  nature  of  the  work.  Under  consolidation  there 
are  two  main  machine  sho]>s^  No.  1  the  old  steam  engineering  shop 
and  No.  2  the  old  construction  and  repair  shoo.  All  large  work  and 
incidental  small  work  in  connection  therewitn  goes  to  shop  No.  1. 
All  manufacture  work  and  small  work  goes  to  shop  No.  2.  No 
bureau  Unes  are  drawn  in  assigniujg  the  work  to  the  various  shops; 
the  work  is  sent  to  the  shop  where  it  can  best  be  handled. 

Question  3.  What  machme  shops  have  been  dismantled? 

{a)  Yards  and  docks  shops,  building  No.  55. 

(ft)  Steam  engineering  auxiliary  shop,  building  No.  122. 

Question  4.  To  what  machine  shops  nave  the  tools  noted  in  ques- 
tion 3  been  transferred? 

Some  to  shop  No.  1,  some  to  shop  No.  2*  some  have  been  trans- 
ferred to  the  nospital  and  submanne  flotilla.  A  number  of  Uttle 
value  have  been  purveyed  for  sale.  A  number  are  stored,  as  it  is 
desired  to  fully  plan  improvements  in  shops  Nos.  1  and  2  before  the 
location  of  tools  is  defiiutely  settled  on. 
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Question  5.  In  what  otiier  shop  or  buildings  has  work  been  dis- 
continued? 

(a)  Yards  and  docks  joiner  shop,  building  No.  55. 

(h)  Equipment  joiner  shop  and  pattern  shop,  buildine  No.  101. 

(c)  Ordnance  pattern  shop  and  joiner  shop,  building  No.  77. 

id)  Steam  engineering  blacksmith  shop,  building  No.  89. 

le)  Ordnance  blacksmith  shop,  building  No.  79. 

(i)  Equipment  blacksmith  shop,  buildii^  No.  101. 

(g)  Yar(lj3  and  docks  blacksmitn  shop,  buildings  Nos.  55  and  105. 

Qi)  Construction  and  repair  electrical  shop,  upper  floor,  building 
No.  50. 

(i)  Yards  and  docks  electrical  shop,  building  No.  55. 

(?)  Yards  and  docks  structural  steel  shop,  building  No.  105. 

Oc)  Yards  and  docks  sheet  metal  and  plumber  shop,  building  No. 
165. 

(J)  Eauipment  sheet-metal  shop,  third  floor,  building  No.  101. 

(m)   Yards  and  docks  paint  shop,  shed  unnumbered. 

in)  Steam  enfjineering  paint  shop,  building  No.  187. 

(o)  Steam  en^rineering  pattern  shop  and  loft,  second  floor  and  third 
floor,  building  No.  87. 

(v)  Construction  and  repair  pattern  shop  and  loft,  second  floor, 
building  No.  52. 

(g)  (x)nstruction  and  repair  plating  shop,  lean-to  building  No.  52. 

(r)  Ordnance  sewing  room,  building  No.  77. 

is)  Steam  enq:ineering  instrument  repair  room  and  physical  test- 
ing rooms,  building  No.  87.  (Work  not  yet  discontinued  but  will  be 
discontinued  as  soon  as  consolidation  of  laboratory  and  testing  room 
in  building  No.  101  is  completed.) 

(f)  Construction  and  repair  laboratory  in  building  No.  51.  (Work 
not  yet  discontinued.  Will  be  moved  as  soon  as  consolidated 
laboratory  in  building  No.  101  is  completed.) 

Question  6.  To  what  shops  has  the  work  referred  to  in  question  6 
been  transferred? 

(a)  All  joiner  work  to  construction  and  repair  joiner  shop  and  saw- 
mill, builcungs  Nos.  118  and  114. 

(6)  All  blacksmith  work  to  construction  and  repair  blacksmith, 
buildings  Nos.  40,  42,  and  36. 

(c)  AH  electrical  work  to  equipment,  building  No.  101. 

id)  All  structural  work  to  construction  and  repair  shipfitters' 
shop,  buildings  Nos.  96  and  62. 

(e)  All  sheet-metal  work  to  construction  and  repair  sheet-metal 
shop,  building  No.  112. 

(f)  All  plumbing  work  to  construction  and  repair  plumbero  and 
piping  shop,  building  No.  46. 

(g)  All  paint  work  to  construction  and  repair  paint  shop,  building 
No.  112. 

(h)  All  pattern  work  to  new  consohdated  shop,  building  No.  55. 

ii)  All  plating  work  to  a  consohdated  plating  department,  building 
No.  101. 

(j)  All  instrument  repairs  and  physical  laboratory  work  to  be 
transferred  to  a  new  consohdated  laboratory  and  test  room. 

(k)  Cartridge-bf^  manufacture  to  the  magaaane;  other  sewing 
work  to  equipment  flag  room,  building  No.  65. 

Question  7.  What  other  shops  have  been  dismantled? 
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All  shops  in  which  work  hiM  been  diaeontinued  aad  which  are  listed 
in  answers  to  question  5  have  been  dismantled. 

Question  8.  To  what  shops  have  the  tools  and  appliances  in  shops 
referred  to  in  question  7  been  transferred? 

To  the  shops  in  which  the  work  is  now  being  done  as  given  in  an- 
swer to  question  6.  A  few  tools  have  been  shipped  to  Puget  Sound ;  a 
few  tools  have  been  transferred  to  the  magazine;  a  number  are  being 
surveyed  for  sale. 

Question  9.  Specific  information  is  also  desired  as  to  the  character 
and  size  of  builumgs  vacated  by  reason  of  the  consolidation  of  manu- 
facturing plants,  and  the  uses  to  which  these  vacated  shops  have  been 
or  are  proposed  to  be  assigned. 

There  are  a  number  of  unsightly  sheds  about  the  yard,  which  have 
been  used  for  various  purposes.  Vith  the  space  made  available  by 
consolidation,  it  is  expected  that  nearly  all  of  these  can  be  torn  down. 
At  the  present  time  one  large  shed,  located  near  building  No.  77, 
ordnance  storehouse,  is  vacated  and  can  be  torn  down  immediately. 
Also  the  old  stone  and  gravel  bins  on  the  water  front  have  been 
emptied  and  can  be  torn  down  immediately.  It  is  the  commandant's 
intention  to  get  rid  of  these  unsightly  sheds  as  soon  as  possible. 

Disposition  of  shops  and  spaces  vacated  hy  consolidation. 


Shops  vacated. 


Disposition. 


Yards  and  docks  blacksmith  shop,  lo- 
cated lower  floor,  building  No.  65. 

Yards  and  docks  horseshoeing  shop» 
baildlng  No.  105. 

Steam  engineering  blacksmith  shop, 
building  No.  g9. 

Equipment  biackamtth  shop,  lower  floor, 
building  No.  101. 

Ordnance  b?<*^kf™ilhfh^?p,  building  No. 
79. 


Space  utilised  as  part  of  consolidated  pattern  shop. 

Assigned  to  the  general  storekeeper  with  whole  of 

buUdlng. 
Part  0/  consolidated  machine  shop  No.  1. 

Part  of  consolidated  plating  shop. 

Not  yot  settled;  at  present  ordnance  stores. 


PATTEBN  SHOPS. 


Construction  and  sspair  pattom  shop, 
part  of  second  floor,  building  No.  52. 


«n>in«acing  pattern  shop,  part  of 
second  floor,  building  No.  87. 

Construction  aad  repair  pattern  stonga, 
building  No.  fl2. 

Steamengbaarlng  paitsmstamge,  build- 
ing No.  87  (attte  floor). 

Yaras  and  dooka  pattern  storage,  room 
seoood  flooc,  bollding  No.  55. 


2,360  square  feet  lost  by  extension  of  crane  runway  for 
uare  feet  used  for  storage  pur- 
machine  shop  No.  2  ana  for 

extsnaion  of  crine  runway  for 


machine  shop.  2,148  square  feet  used  for  storage  pur- 
Idatodr     '"       '       ^' 

"tbye 
machine  shop,  2,940  square  feet  used  for  storage 


poses  for  consolli 

belt  repair  gang. 

6,300  square  feet  lost  b; 


purposes  fk>r  consolidated  machine  shop  No.  1 
Storage  space  lor  manufactured  articles. 

Not  sssigned;  will  probably  eventually  be  remoTed 

to  improve  lieht  and  ventilation  of  shop  No.  1. 
Part  of  oonsoUdated  pattern  storage  space. 


ELECTRIC  SHOPS. 


Construction  and  repair  electdc  shop, 
second  floor,  building  No.  50. 

Yaidn  and  docks  electne  shop,  room  on 
lower  floor,  building  No.  55. 


Not  assigned. 

Part  of  consolidated  pattern  shop. 


MACHINE  SHOPS. 


Yards  and  docks  machine  shop,  part  of 

kiwer  floor,  building  55. 
Steam  engineering  auxiliary  machine 

shop,  building  No.  122. 


Used  as  consolidated  pattern  shop. 
New  boiler  shop. 


Digitized  by  LjOOQ  IC 


190 


PBOPOSED  BEORGANIZATION  OF  NAVY  DEPABTMENT. 


DUjxnUion  ofdiop§  and  ipaea  vacaUd  fty  ooiiMltdlaitoii— Gontiiiaed. 

JOINER  SHOPS. 


Shops  TaoBted. 

Area. 

Disposition. 

Yards  and  docks  loixiflr  shop,  offloe,  and 

floor. 
Eqalpment  Joinar  shop,  part  of  baild- 

mg  101,  second  floor. 
Ordnance  Johier  shop,  part  of  building 

No.  77. 

21,726 

8,078 
3,600 

Now  used  as  part  of  ooosoUdatad  pattern  fltoca«a. 
Turned  over  to  the  general  stofakeeper. 

FOUNDRIBS. 


Equipment  foundry,  building  No.  160.  1,260    Not 


PAINT  SHOPS. 


Steam  engineering  paint  shop,  building 
No.  187. 

Yards  and  docks  jpaint  shop,  unnum- 
bered shed,  of  little  value. 


Not 

Not  assigned;  will  jnobably  be  torn  down. 


SHEET-METAL  SHOPS. 


Yards  and  docks  sheet-metal  shop  and 
plumber  shop,  building  No.  166. 

Equipment  sheet-metal  shop,  part  of 
attic  floor  of  building  No.  101. 


Turned  over  to  the  general  storekeeper. 
Used  as  part  of  electric  shop  storeroom. 


MISCELLANEOUS  SHOPS. 


Steam  engineering  boiler  shop,  building 

No.  01. 
Ordnance  department  offices,  sewing 

room , storerooms,  and  Joiner  shop ,  first 

and  second  floors,  building  No.  77. 
Yards  and  docks  struoturaT  steel  shop, 

building  No.  106. 
Equlmnent  power  plaat,part  of  build- 


To  be  part  of  consolidated  machine  shop  No.  L 
Assigned  to  the  general  storelEeeper. 

Do. 
Consolidated  electroplating  plant 


5uestion  10.  Present  location  of  the  inspector's  offices, 
he  inspector  of  ordnance,  inspector  of  machinery,  and  inspector  of 
equipment  were  located  in  the  buildings  of  their  departments.  *  The 
inspector  of  public  w'orks  was  in  the  commandant's  building.  By  the 
transfer  of  tne  clerical  department  of  yards  and  docks  to  the  consoli- 
dated office,  space  was  obtained  for  all  inspectors  on  the  second  floor 
of  the  commandant's  building  (No.  47),  and  all  except  the  inspector 
of  machinery  for  the  Prometheus  are  now  located  there.  As  this 
inspector  wul  remain  but  a  short  time,  his  office  was  allowed  to 
remain  in  the  gallery  of  machine  shop  No.  1,  building  No.  87.  The 
spaces  yacateaby  the  inspectors  were  given  to  the  general  store- 
keeper, except  in  the  case  or  the  inspector  of  equipment,  and  his  office 
space  was  thrown  into  the  consolidated  sewing  room. 

Question  11.  Also  any  approximate  statement  now  possible  as  to 
the  net  saying  in  operation  of  power  plant,  yard  transportation 
facilities,  or  other  parts  of  the  vara  plant,  due  to  consolidation,  so  far 
as  such  statement  is  practicable.    Also  an  approximate  statement  of 
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what  additional  expense,  if  any,  will  be  incurred  by  the  system  estab- 
lished. 

The  plant  e^^enses  since  consolidation  have  been  materially 
reduced,  but  it  is  impossible  to  state  the  amount  of  the  saving  in 
dollars  and  cents.  Take  the  yards  and  docks  machine  shop,  for 
example.  The  expenses  of  cleaning  this  shop,  issuing  tools,  super- 
vision, etc.,  have  been  eUminated.  Furthermore,  the  work  in  this 
shop  was  done  in  a  great  part  on  inferior  machines.  By  the  consoli- 
dation these  unnecessary  expenses  have  been  eliminated.  Again, 
the  yards  and  docks  department  had  to  carry  men  on  its  rolls  capable 
of  operating  the  Brown  hoist  of  the  coaling  plant,  locomotive  cranes, 
and  other  applian'ces  of  this  kind  which  were  intermittently  used. 
When  these  appliances  were  not  in  use,  little  suitable  work  could  be 
found  for  these  men. 

The  tr anapoiiatioii  by  means  of  the  railway  system  has  been  Iiu^Iy 
ezt^ided  and  the  use  of  teams  for  the  purpose  reduced.  This 
undoubtedly  results  in  considerable  saving.  The  vard  has  been  given 
a  general  cleaning  up  since  consolidation,  whicn  has  been  greatly 
needed  for  many  years,  and  this  cleaning  requires  much  team  work, 
so  the  actual  record  of  the  number  of  teams  employed  before  and  since 
consolidation  would  not  show  the  actual  saving  effected. 

The  extension  of  the  railwav  freight  system  to  the  old  ordnance 
and  steam  engineering  shops  has  eliminated  one  double  team  and 
driver  for  ordnance  and  two  single  teams  and  drivers  for  steam 
engineering. 

With  the  reduction  in  the  number  of  shops  the  power  plant  expenses 
have  undoubtedlv  been  considerably  reduced,. but  no  figures  can  be 
given  on  this  with  the  present  and  past  system  of  cost  keeping. 

There  are  many  cases  of  economies  that  have  been  effected.  Each 
of  these  may  seem  small  in  itself,  but  when  taken  together  make  a 
large  i^regate.     A  few  examples  will  be  cited: 

(a)  Tne  boiler  shop  was  doing  casing  work  with  hand  tools.  This 
work  is  now  done  by  the  sheet-metal  workers  with  machines. 

(b)  Heads  of  evaporator  coUs  were  welded  by  smiths  at  a  cost  of 
$40  each.    They  are  now  cut  out  of  plate  at  a  cost  of  S8  each. 

(c)  The  tools  and  faciUties  for  retubing  water-tube  boilers  were 
entirely  inadequate;  two  motors  were  provided  for  driving  expanders, 
while  not  less  than  a  dozen  are  required;  no  pneumatic  tools  were 
available :  the  supply  of  expanders  and  hand  tools  were  entirely  inade- 
quate. These  conditions  resulted  in  slow,  costly  work.  Adequate 
facilities  are  being  provided. 

(d)  Tlie  supply  of  lathe  and  planer  tools  in  the  steam  engineering 
machine  shop  were  entirely  inadeauate;  each  man  grinds  his  own 
tools.  An  adequate  supply  is  now  being  furnished,  which  will  result 
in  a  saving  of  one  hour  per  day  per  man. 

(e)  The  two  plating  establisnments  have  been  combined,  one  man 
doing  the  work  formerly  done  by  two. 

(f)  Five  government  horses  have  been  brought  in  from  the  pasture 
ana  put  to  work;  reducing  by  the  same  number  those  required  from 
the  team  contractor. 

(g)  Milling  and  grinding  polished  parts  of  steam  launch  engines 
Oiot  working  parts)  has  taKcn  the  place  of  draw  filing. 

Qi)  Wood,  coal,  and  dry  sand  for  locomotives  provided  by  laborer 
instead  of  an  engine  tender,  first  class. 
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{%)  Cleaiiiji^  wooden  ordnance  fittii^  done  by  machinery  and  a 
helper  instead  of  ordnance  men  and  a  mrst-class  leather  worker. 

(7)  Cutting  grooves  in  10-inch  shell  by  means  of  one  man  with  a 
chipping  hammer  at  the  rate  of  15  per  day,  instead  of  3  per  day  by 
haDQ  with  two  men. 

Qc)  Machining  hand-hole  plates  for  B.  &  W.  boilers  with  an  appren* 
tice  at  a  rate  or  80  a  day  instead  of  a  high-class  machinist  at  a  rate 
of  20  a  day. 

(I)  Helpers  cleaning  up  the  floor  and  cutting  sand  at  night  so 
molders  could  so  to  work  promptly  at  8  the  next  morning  instead  of 
molders  and  helpers  spendmg  an  hour  on  this  work  the  next  morning 
after  a  cast. 

INCREASED  COST  OF  NEW  6T8TEK. 

The  shifting  of  tools  and  rearrangement  of  shops  is,  ei  course, 
costing  some  money,  but  when  compared  with  the  cost  of  new  build- 
ings that  would  have  been  required  under  the  old  system  the  cost  of 
these  rearrangements  is  very  small.  The  only  increased  cost  of  the 
new  system  is  the  maintenance  of  the  corps  of  inspectors  with  their 
assistants,  clerical  force,  etc.  This  cost  can  be  made  very  large.  If 
the  inspectors  have  a  large  number  of  draftsmen  and  clerks  the  cost 
of  the  mspection  will  be  great  and  this  will  add  materially  to  the  cost 
of  the  work.  It  is  not  believed  that  this  is  necessary,  and  the  cost  of 
the  insi)ection  should  be  moderate.  I  am  strongly  or  the  opinion  that 
it  is  entirely  unnecessary  to  have  a  large  force  of  draftsmen,  mspectors, 
clerks,  etc.,  detailed  as  assistants  to  the  inspectors.  I  fully  realize 
that  such  a  force  will  add  materially  to  the  cost  of  the  work  and  for 
these  reasons,  at  the  yard  under  mj  command,  the  force  under  the 
inspectors  has  been  kept  at  the  mmimum,  and  is  sufficient,  in  my 
opmion,  to  properly  carry  out  the  work. 

Question  12.  What  is  the  system  by  which  the  different  inspectors 
inspect  work  done  in  the  navy-yard  on  articles  under  cognizance  of 
theu-  respective  bureaus?  What  record  is  kept  of  their  inspections! 
What  assistance  have  they  in  making  inspections  and  in  recording 
the  work? 

The  system  of  inspection  followed  is  very  similar  to  that  employed 
by  government  inspectors  in  private  yards,  with  the  important 
exception^  however,  that  the  manager  and  his  assistants  consult  freely 
with  the  mspectors  and  on  important  points  seek  the  advice  of  the 
inspectors.  Furthermore,  there  is  no  tendency  on  the  part  of  officers 
of  the  manufacturing  department  to  conceal  bad  work  from  the 
inspectors.  The  detail  of  the  methods  followed  by  the  various  inspec- 
tors in  canying  out  their  duties  vary  in  minor  respects,  but  the 
general  scheme  is  the  same. 

The  inspection  of  new  work,  the  machinery  for  the  Prometheus,  is 
more  elaborate  than  for  the  repair  work  and  is  arranged  in  nearly  all 
respects  as  at  a  private  shipbmlding  plant. 

All  fittings  or  articles  manufactured  in  the  yard  are  carefully  exam- 
ined and  tested  to  see  that  they  are  in  accordance  with  the  specifica- 
tions. All  articles  shipped  to  this  yard  for  incorporation  mto  the 
machinery  are  in  a  Uke  manner  inspected  unless  they  have  been 
previously  inspected  at  their  place  of  shipment  and  bear  tbs  stamps 
^nd  are  accompanied  by  a  report  of  inspection.     In  this  latter  case 
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the  articles  are  superficially  inspected  to  see  that  they  are  in  good 
order. 

The  office  force  keeps  close  track  of  all  work  that  is  in  progress 
and  is  in  constant  touch  with  the  foreman  and  leading  men  of  the 
various  shops  and  the  work  on  board  of  the  ship.  To  this  end  both 
the  inspector  and  his  assistants  make  frequent  visits  to  all  parts 
where  work  is  in  progress. 

Frequent  communication  is  had  vaih  the  shop  and  outside  super- 
intendents, that  a  thorough  understanding  may  be  maintained  be- 
tween the  inspector  and  the  ofhcers  having  charge  of  the  work. 

When  articles  have  passed  a  satisfactory  test  they  are  weighed 
and  then  they  are  stamped  with  the  weight  and  inspection  stamps 
and  such  marks  as  identify  them  with  the  drawings. 

Complete  records  are  kept  of  all  tensile  tests,  analysis,  slight  varia- 
tions from  the  drawings  or  specifications,  and  all  other  data  which  are 
worthy  of  record  in  the  opinion  of  the  inspector,  all  weights,  oom^ 
plete  fist  of  job  orders,  and  copies  of  all  reports  made  to  the  Bureau 
of  Steam  Engineering  and  all  correspondence.  In  the  weight  books 
are  also  recorded  the  dates  of  inspection,  the  marks  as  stamped  on 
the  articles  corresponding  with  those  on  the  drawings,  and  positions 
in  the  ship. 

This  inspector  has  three  assistants — two  draftsmen  and  one  special 
laborer  (clerk).  The  two  draftsmen  act  in  the  capacity  of  assistant 
inspectors  rather  than  as  draftsmen,  testing  and  keeping  records. 

The  system  followed  by  the  other  inspectors  is  very  similar  to 
that  described  above,  except  that  the  records  kept  are  not  so  elabo- 
rate, nor  is  their  need  of  elaborate  records  for  repair  work.  The 
inspectors  and  their  assistants  visit  the  various  shops  and  ships  where 
work  under  their  cognizance  is  being  carried  out  to  see  that  work  is 
done  as  required  and  that  no  work  is  being  done  that  is  not  required. 
They  ^ve  advice  as  requested  or  as  they  think  necessary  to  insure 
the  satisfactory  completion  of  the  work. 

Copies  of  all  job  orders  issued  and  correspondence  relative  to  the 
work  is  furnished  the  Inspectors  by  the  manager. 

The  inspector  of  machinery  keeps  a  record  of  all  these  job  orders 
in  a  book  and  the  date  of  completion  of  the  job.  He  also  keeps  a 
record  of  all  tests  or  inspections  which  may  be  made  of  completed 
work.  On  the  completion  of  repairs  to  any  vessel  he  files  a  memo- 
randum with  the  correspondence  of  that  vessel  giving  comments  on 
the  repairs  or  the  alterations  which  may  be  required.  Rough  notes 
are  kept  on  the  job  order  cards  of  anything  which  it  is  considered 
desirable  to  note. 

,  He  has  an  assistant,  a  draftsman,  who  has  acted  as  an  assistant 
inspector  at  the  Union  Iron  Works  for  about  twenty  years  and  who  is 
familiar  with  the  work  required.  He  is  also  supplied  with  a  clerk. 
All  drafting  work  required  by  the  inspector  is  done  in  the  drafting 
room  of  the  manufacturing  dejiartment. 

The  system  followed  by  tlie  inspectors  of  ordnance  and  equipment 
is  very  similar  to  that  described  for  the  inspector  of  machinery,  except 
tliat  n-om  the  nature  and  small  quantity  of  the  work  there  is  not  the 
necessity  for  the  records  kept  by  the  machinery  inspector.  The  only 
records  kept  in  these  two  offices  are  the  job  orders,  correspondence, 
etc.,  supplied  by  the  manufacturing  department  suitably  arranged 
21395—10 13 
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for  ready  reference.  If  any  important  tests  are  made,  they  will,  of 
course,  be  recorded. 

The  inspector  of  ordnance  has  one  stenographer  and  clerk;  the 
inspector  of  equipment  has  one  electrical  macninist  in  connection 
with  wireless  work  and  one  stenographer  and  clerk,  who  also  assists 
with  clerical  work  in  the  office  of  the  inspector  of  machinery. 

The  work  under  the  inspector  of  pubhc  works  is  carried  out  as 
described  below: 

(a)  Contract  work, — ^A  regular  daily,  weekly,  and  monthly  record 
is  kept  of  all  employees,  all  material  received  on  the  work,  and  aU 
material  worked  mto  place  in  connection  with  the  execution  of  con- 
tracts for  pubhc  works.  These  reports  are  prepared  by  subinspectors 
and  reg[ularly  assigned  to  the  work.  These  subinspectors  are  also 
responsible,  imder  direction  of  the  civil  engineer,  for  seeing  that  the 
contract  work  is  carried  out  in  all  respects  in  accordance  with  the 
contract  plans  and  specifications.  Ail  of  this  contract  work  is 
visited  and  inspected  by  the  civil  engineer  daily  when  practicable  or 
necessary. 

(a)  WorJc  done  hy  yard  force, — Of  job  orders  received  from  the  man- 
ufacturing department  and  covering  work  coming  under  the  cogni- 
zance of  the  Bureau  of  Yards  and  Docks,  a  number  are  for  regular 
maintenance  work,  a  number  are  for  small  and  unimportant  lobs, 
and  a  number  are  standing  job  orders  to  be  worked  on  as  verbally 
directed.  To  these  jobs  it  is  impossible  to  ^ve  daily  personal  atten- 
tion, but  effort  is  made  by  general  observation  to  keep  in  touch  with 
what  is  going  on  along  these  Unes.  In  the  case  of  job  orders  involv- 
ing engineering  work,  or  work  of  any  extent,  the  civil  engineer  makes 
personal  inspection  of  the  work,  advising  with  the  superintendent  of 
Duildings  and  grounds  in  connection  therewith,  making  suggestions 
to  him  or  to  the  foremen  or  leading  men  in  chaise  as  to  the  manner 
of  conducting  the  work.  Wlien  deemed  advisable  a  subinspector  is 
detailed  to  measure  up  the  work  done  in  order  that  a  record  of 
progress  may  be  had  which  can  readily  be  compared  with  the  cost 
records  maintained  by  the  manufactunng  department.  In  the  case 
of  public  works  under  construction  by  the  yard  force,  this  office  has 
inaicated  the  lines  on  which  the  job  orders  covering  the  work  should 
be  subdivided,  in  order  that  the  cost  records  might  be  more  readily 
kept.  The  amount  of  public  works  under  construction  by  yard  force 
is  small. 

(6)  Contract  v)orJc, — The  subinspectors  on  public  works  keep  note- 
books in  which  are  entered  their  daily  notes  taken  as  indicated  in 
(a).  These  notebooks  become  part  of  the  office  files.  There  are 
also  turned  in  daily  force  account  slips  showing  the  number,  class, 
and  rating  of  employees  on  each  particular  kind  of  work;  this  report 
shows  also  the  amount  of  work  done.  Weekly  and  monthly  reports 
are  based  on  the  information  thus  gathered  and  transmitted  to  the 
Chief  of  the  Bureau  of  Yards  and  Docks.  Photographs  are  taken 
from  time  to  time  to  show  more  clearly  the  progress  of  the  work. 
The  regular  monthly  vouchers  for  payment  of  work  done  on  con- 
tracts are  also  based  on  the  information  obtained  as  stated  above. 
All  these  records  are  filed.  Criticism  of  and  directions  as  to  manner 
of  prosecuting  work  are  made  verbally,  being  written  only  in  impor- 
tant instances  or  when  the  verbal  directions  have  been  disregarded. 
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(c)  Worfc  done  by  yard  force. — Very  little  record  is  kept  of  any 
inspection  of  yards  and  docks  work  done  by  the  yard  force,  as  the 
records  of  the  manufacturing  department  are  supposed  to  furnish 
all  information  as  to  cost  of  labor  and  material.  Criticisms  and 
suggestions  are  generally  made  verbally  on  the  spot,  but  it  has  not 
been  thought  worth  while  to  make  them  regularly  a  matter  of  record. 
No  important  differences  have  thus  far  arisen.  In  cases  of  public 
works  of  any  magnitude  where  the  information  can  readily  be  gotten, 
as  above  stated  under  (a),  the  work  is  measured  up  so  as  to  show 
progress  from  time  to  time,  and  in  some  instances  photographs  are 
taken. 

(d)  The  following-named  subinspectors  and  draftsmen  are  em- 
ployed on  the  work  above  mentioned,  practically  all  of  their  time 
oeing  devoted  to  the  contract  work:  Subinspectors  W.  S.  Pierce, 
C.  M.  Booth,  B.  J.  Pardee,  F.  L.  Saltmarsh,  and  Draftsman  D.  E. 
Tripp.  Subinspector  J.  F.  Wood  is  engaged  at  the  works  of  the 
Umon  Iron  Works  Company  inspecting  work  imder  construction 
under  the  cognizance  of  the  Bureau  of  Yards  and  Docks  for  this 
yard  and  for  the  navy-yard,  Puget  Sound,  Wash.  This  work  is  also 
visited  from  time  to  time  by  the  civil  engineer,  and  is  treated  in  all 
respects  the  same  as  other  contract  work,  as  above  indicated. 

In  connection  with  this  subject  the  commandant  wishes  to  invite 
attention  to  the  fact  that  the  manufacturing  department  is  always 
ready  and  willing  to  provide  men  and  facilities  for  making  any 
reasonable  tests,  etc.,  desired  by  the  inspectors  upon  request  from 
the  inspectors.  In  case  the  manager  considers  the  tests  requested 
as  unreasonable,  the  question  will  be  referred  to  the  commandant 
and  settled  by  him. 

Attention  is  also  invited  to  the  fact  that  all  records  of  tests,  com- 
pletion of  work,  etc.,  are  on  file  in  the  manufacturing  department 
and  are  always  open  to  the  inspectors.  The  duplication  of  these 
records  in  the  office  of  the  inspectors  is  unnecessary,  adds  to  the 
cost  of  the  work  and  adds  nothing  to  the  efficiency  of  the  yard. 

Question  IS.  What  check  have  the  bureaus  against  extravagance, 
wastefulness,  or  inaccuracy  in  the  performance  of  work  done  for 
them? 

What  check  did  the  bureaus  have  under  the  old  system?  The 
heads  of  departments  were  their  own  inspectors  on  quality  of  work, 
methods  fofiowed,  and  cost  of  the  work.  There  was  absolutely  no 
outside  check.  If  the  commandant  wished  to  compare  the  cost  of 
the  same  work  in  different  departments  and  asked  for  the  costs  as 
shown  by  the  records  he  was  still  at  sea.  In  one  department  the 
cost  of  power,  wages  of  foreman,  leading  men,  tool-room  keepers, 
sweepers,  etc.,  is  prorated  to  the  work,  while  in  another  department 
all  or  these  costs  are  charged  to  maintenance,  so  that  absolutely  no 
comparison  could  be  made  of  cost  returns. 

Under  the  new  system  a  responsible  officer,  experienced  in  manage- 
ment, is  in  charge  of  the  manufacturing  department.  This  officer 
must  realize  that  the  only  reason  for  his  existence  is  efficiency;  that 
is,  rapid  work  of  good  quality  at  low  cost.  This  officer  must  realize 
that  ne  is  at  all  times  subject  to  criticism;  that  there  are  five  inspect- 
ors watching  for  opportunities  to  criticise.  Under  these  circum- 
stances he  will  surely  exert  every  effort  to  produce  results  and  put 
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the  manufacturing  department  in  a  highly  efficient  state.  If  the 
manufacturing  department  does  not  produce  good  work  or  is  extrava- 
gant in  its  methods,  the  inspectors  will  surely  make  report  of  it.  In 
other  words,  under  the  old  system  there  was  no  outside  inspection 
while  under  the  new  system  a  rigid  inspection  is  provided.  More- 
over, under  the  new  system  there  is  to  be  a  general  inspector  of  all 
navy-yards,  who  will  compare  methods  and  costs,  while  under  the 
old  system  there  was  no  such  inspection. 

With  the  system  at  the  yard  under  my  command  there  is  a  shop 
superintendent,  with  competent  assistants,  who  is  charged  almost 
wholly  with  *' economy"  and  who  is  studying  and  devising  cheaper 
methods  in  all  shops.  This  superintendent  has  one  assistant,  a 
competent  civilian,  who  is  independent  of  the  foreman  and  is  a 
special  inspector  of  shopwork.  The  outside  work  as  well  as  shop- 
work  is  also  inspected  under  the  new  system  for  ships  in  commission 
by  officers  of  the  ships.  The  checks  against  exti-avagance,  waste- 
fulness, and  inaccuracy  are  far  greater  under  the  new  system  than 
under  the  old. 

Question  14.  What  opportunities  does  the  system  afford  the 
inspectors  to  acquire  a  close  knowledge  of  manufacturing  and  repair 
work,  the  mechanical  processes,  and  the  costs  involved,  so  that  they 
may  be  relied  upon  for  suggestions  and  opinions  in  regard  to  the 
development  ana  improvement  of  the  outfits  under  their  supervision  ? 
Is  the  system  superior  or  inferior  in  this  respect  to  the  system  it 
succeeded  ?  How  does  it  compare  in  this  respect  with  the  oppor- 
tunities afforded  inspectors  in  private  shipbuilding  establishments? 

Every  opportunity  is  afforded  to  inspectors  under  the  new  system 
to  acquire  a  close  knowledge  of  manufacturing  and  repair  work, 
mechanical  processes,  and  costs  involved.  Under  the  general 
instructions  of  the  Navv  Department  and  my  detailed  instructions, 
everything  is  open  to  the  inspectors — shops,  methods  followed,  ana 
cost  of  the  work.  Under  the  old  system  much  of  the  time  of  heads 
of  departments  was  taken  up  with  administrative  duties,  while  under 
the  new  system  practically  the  whole  time  of  the  inspectors  can  be 
devoted  to  inspection  of  the  work  and  a  study  of  mechanical  proc- 
esses, cost  of  work,  etc.  It  depends  entirely  on  the  inspector  whether 
or  not  advantage  is  taken  of  these  opportunities. 

The  present  system  is  superior  in  this  respect  to  the  system  it 
succeeded.  The  opportunities  afforded  inspectors  at  navy-yard  are 
far  superior  to  those  afforded  at  private  establishments.  At  the 
latter  establishments,  every  effort  is  made  to  conceal  actual  costs 
from  the  inspectors  and  no  encouragement  is  given  them  to  study 
methods  and  processes.  This  sometimes  takes  the  form  of  elaborate 
charging  rates,  elusive  functions  of  actual  costs,  designed  to  deceive 
chents. 

Question  15.  What  opportunities  have  the  inspectors  to  keep 
themselves  fully  in  touch  with  the  work  at  the  yard  pertaining  to 
their  respective  bureaus,  and  to  what  extent  are  they  able  to  keep 
themselves  informed  of  the  receipt,  transfer,  condition,  and  disposal 
of  material,  and  to  assure  themselves  that  all  material  under  the 
cognizance  of  their  respective  bureaus  is  cared  for,  manufactured, 
repaired,  assembled,  or  mstalled  in  strict  accordance  with  the  required 
standards,  or  directions  of  the  bureaus? 

The  inspectors  are  furnished  immediately  with  copies  of  all  letters 
from  vessels  in  commission  requesting  repairs  under  the  cognizance 
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of  the  bureau  that  they  represent.  The  letters  from  the  manufac- 
turings department  relative  to  such  work  are  forwarded  to  the  com* 
maniiant  through  the  inspectors,  the  letters  from  the  respective 
bureaus  approving  or  disapproving  work  are  furnished  the  inspectors. 
They  are  furnished  with  copies  of  all  job  orders  cx)vering  wort  under 
their  cognizance.  They  have  full  access  to  all  work  in  progress  in 
the  shops  and  on  the  ships,  and  to  the  cost  records  of  the  manufactur- 
ing department.  The  receipt,  custody,  and  disposal  of  material  are 
stul  under  the  control  of  the  general  storekeeper,  as  formerly,  so  that 
there  is  practically  no  change  in  these  matters.  The  manufacture, 
assemblage,  and  installation  are  covered  by  job  orders,  copies  of  which 
are  furnished  to  the  inspectors,  and  the  work  is  at  all  tmies  open  to 
their  inspection. 

Question  16.  Is  the  present  system  superior  or  inferior  to  the 
former  system  in  assuring  the  detection  of  errors  or  mistakes  in  the 
work  pertaining  to  the  different  bureaus? 

From  answers  given  to  previous  questions  it  is  clearly  seen  that  the 
present  system  is  superior  to  the  former  sjrstem  in  assuring  the  detection 
of  errors  or  mistakes  in  the  work  pertaining  to  the  different  bureaus. 
Very  respectfully, 

T.  S.  Phelps,  Jr., 
Captain,  U,  S.  Navy, 
Commandant  Navy-  Yard  and  Station. 

The  Assistant  Secretary  of  the  Navy, 

Navy  Department,  Washington,  D.  O. 


[Indosure  "A."] 

U.  S.  S.  Perry, 
Navy-  Yard,  Mare  Island,  Cal.,  February  19, 1909, 
Sir:  1.  Believing  that  the  views  of  those  who  have  had  ships  repaired  at  the  same 
navy-yard  under  the  old  and  the  new  organization  are  welcome  at  this  time,  I  have 
the  honor  to  state  that  I  have  noticed  a  wonderful  improvement  in  the  case  of  the 
Mare  Island  Yard. 

2.  The  routine  for  submitting  lists  of  repairs  and  the  corresponding  "action"  is  such 
that  from  one  to  five  days  are  saved  in  orainary  cases  in  getting  the  work  started.  In 
one  case  I  was  enabled  to  get  work  started  (not  in  an  emergency)  within  three  hours. 

3.  After  the  work  is  started,  a  vast  improvement  is  found  in  the  speed  with  which 
errozB,  faults,  omiasionfl,  etc.,  can  be  corrected.  The  time  of  completion  of  repairs 
is  thus  much  shortened. 

4.  A  very  noticeable  improvement  is  the  spirit  that  seems  to  have  been  developed 
in  all  persons  concerned  in  the  work  of  the  yard.  It  is  simply  business.  A  business- 
like  3'ard  reflects  its  character  in  the  commissioned  ships  under  repairs.  The  officers 
take  a  lively  interest  in  all  work,  knowing  that  they  are  getting  results — good  results — 
in  the  shortest  practicable  time. 

Very  respectfully,  E.  B.  Larimer, 

Lieutenant f  U.  S.  Navy,  Commanding. 


15. 


No.  291-I>-0».    f>2ig9-lA.1 


Navy- Yard,  Puget  Sound,  Wash., 

AprU  22, 1909. 
Sir:  1.  In  compliance  with  the  instructions  contained  in  the  de- 
partment's letter,  rio.  27174-C-13,  of  the  12th  instant,  directing  that 
a  report  be  submitted  at  the  earliest  possible  date  concerning  the 
present  status  of  shops  and  work  at  this  navy-yard  as  the  result  of 
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the  recent  reorganization,  I  have  the  honor  to  submit  the  following 
report: 

2.  Referring  to  paragraph  2  of  the  department's  letter:  "Infor- 
mation is  also  desired  as  to  the  saving  in  machine  shop  and  storage 
space  which  has  been  effected  by  the  recent  consolidation."  Owing 
to  the  fact  that  the  shops  in  this  yard  are  entirely  inadequate  in  size 
and  character  of  construction  to  handle  the  work  that  may  at  any 
time  be  required,  it  is  evident  that  the  necessity  for  asking  for  new 
buildings  can  not  be  avoided  by  any  rearrangement  of  the  tools  or 
change  in  management,  as  several  of  the  structures  are  wooden 
buildings,  some  in  bad  condition,  all  of  which  should  be  torn  down 
as  soon  as  they  can  be  spared.  Others  are  too  small  to  accommodate 
the  increasing  work  of  the  yard.  It  will  therefore  be  necessary  to 
provide  additional  shop  space,  the  most  urgent  need  at  the  present 
time  being  to  provide  a  conveniently  arranged  and  commodious 
machine  shop  and  a  boiler  and  shipfitter  shop.  The  estimates  sub- 
mitted for  the  fiscal  year  1911  cover  items  for  the  beginning  of  this 
work. 

3.  Referring  to  paragraph  No.  3,  the  following  is  noted  relative  to 
the  points  in  the  department's  letter: 

Question  1.  In  what  machine  shops  has  manufacturing  work  been 
discontinued? 

Manufacturing  work  has  been  discontinued  in  the  former  ordnance 
machine  shop,  which  occupied  the  greater  part  of  building  113,  and  in 
the  former  equipment  machine  shop,  wliich  occupied  the  greater 
part  of  the  lower  floor  of  building  78. 

?uestion  2.  To  what  shops  has  such  work  been  transferred? 
his  work  has  been  transferred  to  building  66,  the  former  steam 
engineering  machine  shop,  and  building  58,  the  former  construction 
and  repair  machine  shop. 

?uestion  3.  What  machine  shops  have  been  dismantled? 
he  ordnance  machine  shop  in  building  113  and  the  equipment 
machine  shop  in  building  78  have  been  dismantled. 

Question  4.  To  what  machine  shops  have  the  tools  noted  in  question 
3  been  transferred  ? 

A  portion  of  the  tools  in  building  113  have  been  transferred  to  the 
magazine  site,  the  remaining  tools  m  the  former  ordnance  and  equip- 
ment machine  shops  having  been  transferred  to  building  66,  former 
steam  engineering  machine  shop,  and  to  building  58,  the  former  con- 
struction and  repair  machine  snop. 

Question  5.  In  what  other  shops  or  buildings  has  work  been  dis- 
continued? 

Work  has  been  discontinued  in  the  portions  of  building  58  occupied 
bv  the  former  construction  and  repair  foundry,  pattern  shop,  and 
electrical  shop;  in  the  portion  of  building  77  occupied  by  the  former 
yards  and  docks  paint  shop;  in  the  portion  of  building' 78  occupied 
oy  the  former  equipment  woodworking  shop,  paint  shop,  and  sail  loft; 
in  building  88,  in  former  yards  and  docks  shop;  in  the  portion  of 
building  98  occupied  by  the  former  shipfitters'  tool  room;  in  building 
101  occupied  by  the  former  equipment  rigging  loft  and  yards  and 
docks  laborers'  lobby;  in  the  portion  of  bmlding  104  occupied  as  a 
shipwright  shop;  in  the  portion  of  building  109  occupied  by  tne  former 
steam  oiipneenng  blacksmith  shop ;  in  buildings  1 10  and  115,  occupied 
by  the  former  steam  engineering  pattern  shop;  in  the  portion  of 
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building  111  occupied  as  a  boiler  shop  annex;  and  in  a  small  unnum- 
bered building,  to  the  south  of  builcling  115,  occupied  by  the  former 
steam  engineering  pattern  stowage. 

It  is  noted  in  this  connection  that  the  following  buildings  have  been 
reoccupied  by  the  consolidated  manufacturing  plant,  as  follows: 
Building  58  for  machine  shop  and  pipe-fitting  purposes;  building 
77  for  track  equipment ;  building  78  for  offices ;  building  88  for  pattern 
shop;  building  101  for  pattern  stowage;  building  104  vacatea  as  rig- 
gers' lobby;  and  the  portion  of  buildmg  109  vacated  for  boiler  shop. 

Question  6.  To  what  shops  has  the  wnrk  referred  to  in  question  5 
been  transferred? 

The  work  in  the  vacated  portion  of  building  58  has  been  transferred 
to  buildings  88,  101,  and  108. 

The  wont  in  the  vacated  portion  of  building  77  has  been  transferred 
to  building  99. 

The  wo  A:  in  the  vacated  portion  of  building  78  has  been  .transferred 
to  buildings  91,  99,  and  102. 

The  work  in  building  88  has  been  transferred  to  buildings  58 
and  104. 

The  work  in  building  98  has  been  transferred  to  building  58. 

The  work  in  building  101  has  been  transferred  to  building  104. 

The  work  in  the  vacated  portion  of  building  104  has  been  trans- 
ferred to  building  91. 

The  work  in  the  vacated  portion  of  building  109  has  been  trans- 
ferred to  buUding  84. 

The  work  in  building  110  has  been  transferred  to  buildings  66 
and  88. 

The  work  in  the  vacated  portion  of  building  111  has  been  trans- 
ferred to  building  109. 

The  work  in  building  115  has  been  transferred  to  building  88. 

Question  7.  What  other  shops  have  been  dismantled? 

All  shops  noted  in  question  5  have  been  dismantled. 

Question  8.  To  what  shops  have  the  tools  or  appliances  in  shops 
referred  to  in  question  7  been  transferred? 

So  far  as  they  could  be  used  the  tools  have  been  transferred  to  the 
buildings  to  which  the  work  has  been  transferred,  as  noted  in  ques- 
tion 6.  Additional  or  obsolete  tools  have  been  stored  temporarily  in 
building  101,  preparatory  to  being  surveyed  for  sale  or  other  disposal 
as  soon  as  it  is  apparent  that  the  tools  will  not  be  required. 

Question  9.  Specific  information  is  also  desired  as  to  the  character 
and  size  of  buildings  vacated  by  reason  of  the  consolidation  of  manu- 
facturing plants  and  the  uses  to  which  these  vacated  shops  have  been 
or  are  proposed  to  be  assigned. 

There  is  given  below  a  list  of  the  buildings  vacated  in  whole  or  in 
part  as  a  result  of  the  consolidation  of  the  manufacturing  plants  and 
which  have  not  been  reoccupied  for  shop  or  office  purposes: 

A  wooden  addition  to  the  north  end  of  building  58,  floor  area  975 
square  feet,  used  formerly  as  a  foundry  annex,  has  been  torn  down. 

Building  97,  formeriy  occupied  as  a  steam  engineering  office,  a 
brick  and  wood  building  in  good  condition,  floor  area  3,000  square 
feet,  has  been  occupied  by  the  general  storekee})er  as  offices. 

The  portion  of  Duilding  98,  formerly  occupied  as  a  shipfitter's 
tool  room,  which  is  a  wooden  building  in  poor  condition,  floor  area 
1|500  square  feet,  is  being  torn  dowiu 
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Building  110,  a  wooden  building  in  poor  condition,  floor  area 
5^00  square  feet,  formerly  occupied  in  part  as  steam  engineering 
pattern  shop  and  in  part  tor  miscellaneous  storage  purposes  in  con* 
nection  witn  building  66,  has  been  authorized  to  be  torn  down. 
This  building  occupies  a  portion  of  the  proposed  site  for  the  new 
foundry. 

The  northern  part  of  building  111,  a  wooden  building  in  poor  con- 
dition, floor  area  2,400  square  feet,  formerly  occupi^  as  a  boiler 
shop  annex,  has  been  torn  down. 

^uildinjs  113,  formerly  occupied  as  an  ordnance  shop,  a  wooden 
building  in  good  condition,  floor  area  5,840  square  feet,  has  been 
assigned  to  the  general  storekeeper  for  a  storehouse. 

Building  115,  formerly  occupied  as  part  of  the  steam  engineering 
pattern  shop,  a  wooden  buildmg  in  fair  condition,  floor  area  1,710 
square  feet,  nas  been  authorized  to  be  torn  down.  Can  not  be  readily 
moved,  and  occupies  a  portion  of  the  proposed  foundry  site. 

A  small  unnumbered  building  to  the  south  of  buildmg  115,  wood 
frame  covered  with  galvanized  iron,  floor  area  900  square  feet,  formerly 
occupied  for  a  steam  engineering  pattern  stowage,  has  been  assigned 
to  the  general  storekeeper  for  storehouse  purposes. 

Question  10.  Also,  the  present  location  of  the  inspector's  offices, 
and  whether  any  change  nas  been  ma^e  from  the  old  arrangement. 

The  inspector  of  machinery  occupies  offices  in  the  south  end  of 
the  second  floor  of  building  78.  When  head  of  the  department  of 
steam  engineering  he  occupied  offices  in  building  97.  Tne  inspector 
of  ordnance  occupies  offices  in  the  south  end  of  the  second  floor  of 
building  78.  When  head  of  the  department  of  ordnance  he  occupied 
offices  m  building  113.  The  inspector  of  equipment  occupies  offices 
in  the  south  end  of  the  second  floor  of  building  78,  being  a  portion 
of  the  offices  formerly  occupied  bv  him  as  head  of  the  department  of 
equipment.  The  inspector  of  puoUc  works  occupies  offices  in  build- 
ing 50,  being  the  same  offices  occupied  by  him  as  head  of  the  depart- 
ment of  yaras  and  docks.  It  is  proposed  later  to  transfer  his  offices 
to  the  south  end  of  the  second  floor  of  building  78. 

Question  11.  Also,  any  approximate  statement  now  possible  as  to 
the  net  saving  in  operation  or  power  plant,  yard  transportation  facili- 
ties, or  other  parts  of  the  yard  plant,  due  to  consolidation,  so  far 
as  such  statement  is  practicable.  Also,  an  approximate  statement 
of  what  additional  expense,  if  any,  will  be  incurred  by  the  system 
established. 

It  can  be  stated  that  the  saving  in  shop  space  brought  about  by 
the  consolidation  must  tend  to  reduce  the  cost  of  Ught,  power,  and 
heat,  and  that  it  appears  to  have  been  found  practicable  to  effect 
further  saving  through  consolidation  under  one  head  of  the  three 
boiler  plants  in  the  shop  district  and  by  cutting  off  the  heat  on  cer- 
tain buildings  when  the  conditions  were  such  that  heating  was  not 
essential  to  the  satisfactory  progress  of  work.  The  naval  constructor 
states  that  so  far  as  can  be  determined  the  saving  for  the  month 
of  February  was  about  75  tons  of  coal  and  a  lesser  amount  for  the 
month  of  March. 

It  is  expected  that  the  concentration  of  the  work  in  larger  shops 
will  necessarily  reduce  the  cost  of  handling  material,  but  the  exact 
amount  of  this  reduction  it  is  impracticable  to  determine. 
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The  establishment  of  an  inspection  force  appears  at  the  present 
time  to  be  the  only  additional  expense. 

Question  12.  What  is  the  system  by  which  the  different  inspectors 
inspect  work  done  in  the  navy-yard  on  articles  un<ler  cognizance  of 
their  respective  bureaus?  What  record  is  kept  of  their  inspections? 
What  assistance  have  they  in  making  inspections  and  in  recording 
the  work? 

I  inclose  herewith  copj  of  instructions  (inclosure  marked  "A") 
issued  relative  to  the  duties  of  the  inspectors  under  the  provision  of 
General  Order  No.  9,  dated  January  25,  1909,  and  subsequently 
modified  by  the  commandant's  order  No.  210,  dated  February  24, 
1909,  copy  inclosed  (inclosure  marked  ^'B");  also  copy  of  Bulletin 
No.  505  (inclosure  marked  '*C'')  issued  in  accordance  with  my  instruc- 
tions by  the  naval  constructor,  as  well  as  copy  of  my  order  (inclosure 
marked  "D")  to  the  commanding  officer  of  the  U.  S.  S.  Supply 
relative  to  the  inspection  of  repairs  and  minor  changes  on  that  vessel 
while  at  this  yard. 

Question  13.  What  check  have  the  bureaus  against  extravagance, 
wastefulness,  or  inaccuracy  in  the  performance  of  work  done  for  them  ? 

The  bureaus  have  the  same  means  of  checking  extravagance  as 
they  formerly  had,  namely,  by  examining  cost  of  work  records  now 
kept  by  the  consolidated  manufacturing  plant,  but  wastefulness  of 
material  can  not  be  checked  by  the  inspectors.  The  only  check  the 
bureaus  have  on  the  inaccuracy  of  the  work  done  is  tne  personal 
observation  of  the  inspectors. 

Referring  to  work  under  the  Bureau  of  Yards  and  Docks  the  in- 
spector of  public  works  has  the  opportunity  and  authority  to  comment 
upon  any  observed  extravagance,  wastefulness,  or  inaccuracy  in  the 
construction  of  public  works  by  the  manufacturing  department, 
which  may  be  considered  a  check.  The  greater  part  of  expenditures 
under  annual  appropriations  are  not  so  cnecke<l. 

For  the  work  performed  under  the  Bureau  of  Construction  and 
Repair  this  additional  check  is  not  fully  available,  as  the  work  per- 
formed for  that  bureau  is  only  inspected  in  part  by  officers  independ- 
ent of  the  manufacturing  plant. 

Question  14.  What  opportunities  does  the  system  afford  the 
inspectors  to  acquire  a  close  knowledge  of  manufacturing  and  repair 
work,  the  mechanical  processes,  and  tlie  costs  involved,  so  that  tney 
may  be  relied  upon  for  suggestions  and  opinions  in  regard  to  the 
development  and  improvement  of  the  outfits  under  their  supervision? 
Is  the  system  superior  or  inferior  in  tliis  respect  to  the  system  it 
succeecled?  How  does  it  compare  in  this  respect  with  the  opportuni- 
ties afforded  inspectors  in  private  shipbuilding  establishments? 

Inspectors  have  every  opportunity  afforcleci  them  to  acquire  a 
close  Knowledge  of  manufacturing  and  repair  work,  the  mechanical 
processes,  and  the  cost  involved,  but  on  account  of  the  lack  of  the 
necessity  to  accjuire  this  infoiTnation  and  lack  of  responsibility  for 
the  work  done  it  is  thought  that  the  average  inspector,  as  the  cfuties 
are  now  assigned,  will  not  acquire  as  much  information  as  he  would 
under  the  old  system  as  head  of  a  department. 

As  compared  with  inspectors  at  private  shipyards,  the  ooportuni- 
ties  for  consulting  the  records  are  of  course  better  here  tnan  at  a 
pnvate  shipyard,  but  on  tlie  other  hand  the  inspector  has  a  larger 
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office  force  and  keeps  fuller  records  of  his  own  in  the  shipyard  than 
the  inspectors  do  at  a  navy-yard. 

Question  15.  What  opportunities  have  the  inspectors  to  keep 
themselves  fully  in  toucn  with  the  work  at  the  yard  pertaining  to 
their  respective  bureaus,  and  to  what  extent  are  they  able  to  keep 
themselves  informed  of  the  receipt,  transfer,  condition,  and  disposal 
of  material,  and  to  assure  themselves  that  all  material  imder  the 
cognizance  of  their  respective  bureaus  is  cared  for,  manufactured, 
repaired,  assembled,  or  installed  in  strict  accordance  with  the  requirea 
standards  or  directions  of  the  bureaus? 

The  inspectors  can  inform  themselves  in  regard  to  all  matters 
referred  to  in  this  question  ill  so  far  as  they  may  desire  and  have  the 
time  to  do  so,  but  they  have  no  workmen  under  their  control  and 
no  authority  to  give  orders  to  men  under  the  control  of  the  naval 
constructor.  They  may  report  to  the  commandant  the  results  of 
any  inspections  they  may  make.  'The  duties  and  responsibilities 
formerly  pertaining  to  the  heads  of  departments  have  oeen  trans- 
ferred to  the  naval  constructor. 

Question  16.  Is  the  present  system  superior  or  inferior  to  the 
former  system  in  assuring  the  detection  of  errors  or  mistakes  in  the 
work  pertaining  to  the  different  bureaus? 

I  am  not  prepared  to  state  which  is  the  better.  1  am  satisfied, 
however,  that  tne  change  of  four  officers  from  the  manufacturing 
work  to  inspection  work  has  been  a  loss  to  the  manufacturing  depart- 
ment and  tnat  the  number  of  officers  now  detailed  to  the  manufac- 
turing plant  is  insufficient,  the  manufacturing  work  now  being  super- 
vised by  four  officers  less  than  under  the  old  system. 

4.  Referring  to  paragraph  4  of  the  department's  letter,  as  soon  as 
I  obtain  sufficient  facts  relative  to  the  work  performed  at  this  yard 
that  will  be  of  interest  to  the  department  I  will  make  further  report. 
Very  respectfully, 

John  A.  Rodgers, 
Rear-Admiral,  J7.  8,  Navy, 

C<mmanda7U. 

The  Secretary  op  the  Navy, 

Navy  Department,  Washirigton,  D.  0. 


rincloBore  A.] 
No.  ]fi(M)9.] 

Order. 

The  following  inBtructions  are  issued  relative  to  the  duties  of  the  inspectors  under 
the  provisions  of  General  Order  No.  9,  dated  January  25,  1909. 

GENERAL  DUTIES. 

2.  The  general  duties  of  the  inspectors  are  outlined  in  above-mentioned  order,  and 
in  the  commandant's  order  No.  62,  dated  January  28,  1909,  from  which  the  following 
is  Quoted: 

'The  inspectors  shall  examine  and  make  recommendations  covering  any  work 
requested  under  their  respective  bureaus,  forwarding  such  recommendations  to  the 
commandant  via  the  principal  technical  assistant  for  the  preparation  of  plans  and 
estimates  when  such  are  necessary.  They  shall  examine  ana  approve  all  plans  cover- 
ing work  under  their  respective  bureaus  in  conjunction  with  the  principal  technical 
assistant.   They  shall  in^;)6Ct  and  report  on  the  work  as  it  is  carried  out,  arrange  with 
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the  principal  technical  assistant  for  such  tests  as  are  necessary,  and  witness  same .  They 
shall  survey  all  outfit  under  their  respective  bureaus.  So  far  as  work  undertaken  by 
the  yard  force  is  concerned,  the  duties  of  the  consulting  engineer  and  inspector  of 
pubfic  works  will  be  the  same  as  the  duties  of  the  other  inspectors.  In  addition,  he 
will  continue  his  duties  as  inspector  of  all  work  being  carriea  out  under  contract. 

I 'So  far  as  practicable  all  correspondence  and  plans  will  be  filed  in  the  office  of  the 
principal  technical  assistant,  and  all  reports  covering  cost  and  progress  of  work  will  be 
prepared  by  him.  He  will  take  steps  to  keep  the  various  inspectors  informed  of  the 
progress  of  work  in  hand  and  give  them  all  necessary  fertilities  for  the  examination 
of  plans,  correspondence,  and  work. 

"The  inspectors  will  continue  their  duties  which  they  now  discharge  as  heads  of 
departments  in  connection  with  the  naval  magazines,  coaling  plant,  wireless  stations, 
and  public  works  contracts." 

FORMER  DUTIES  CONTZNUED. 

3.  The  inspector  of  ordnance  retains  control  and  management  of  magazines,  with 
power  to  employ  and  discharge  through  the  board  of  labor  employment  men  registered 
tor  work  at  magazine  site  only."  Time  of  the^e  men  to  be  kept  in  the  time  office 
of  the  manufacturing  department.  For  work  at  the  yard  magazines  he  will  obtain 
ordnance  men  bv  transfer  request  from  the  consolidated  manufacturing  department. 
He  will  retain  all  the  inspection  duties  formerly  exercised  by  the  head  of  department 
of  ordnance  with  reference  to  ordnance  stores  received,  manufactured,  and  issued 
at  this  yard.  Until  further  orders  he  will  continue  the  preparation  of  the  store  cards 
required  by  the  Bureau  of  Ordnance,  being  furnished  mformation  necessary  by  the 
general  storekeeper  for  such  stores  as  are  not  classed  as  ammunition  and  ammunition 
details. 

4.  The  inspector  of  equipment  retains  control  and  management  of  the  coaling 
plant  and  water  baige,  with  power  to  employ  and  dischaige  through  the  board  o! 
labor  employment  men  required  for  the  permanent  force,  the  time  of  these  men  to 
be  kept  in  the  time  office  of  the  manufacturing  department.  Additional  men  required 
temporarily,  as  in  the  case  of  the  dischaige  of  a  coal  ship,  will  be  obtained  on  transfer 
from  the  consolidated  manufacturing  pmnt.  He  will  make  all  reports  and  inspec- 
tions in  connection  therewith  formerly  required  of  the  equipment  officer,  and  will 
report  such  repairs,  alterations,  and  new  installations  as  may  be  necessary  to  the 
commandant,  and  if  they  are  authorized  the  work  will  be  done  by  the  manufacturing 
department  to  the  satisuiction  of  the  inspector  of  equipment. 

5.  The  inspector  of  equipment  retains  control  and  management  of  wireless  tele- 
^ph  stations  under  the  jurisdiction  of  the  commandant,  and  makes  all  reports  and 
inspections  connected  therewith  previously  required  of  the  equipment  ofiicer.  He 
will  report  such  repairs,  alterations,  and  new  mstallations  as  may  be  necessary  to 
the  commandant,  and  if  ihey  are  authorized  the  work  will  be  done  by  the  manu&c- 
turing  department  to  the  satisfaction  of  the  inspector  of  equipment. 

6.  The  consulting  engineer  and  inspector  of  public  works  retains  the  superintend- 
ence  and  inspection  of  public  works  contracts  at  the  navy-yard  and  the  general 
supervision  of  the  technical  and  engineering  features  of  the  construction  work  in 
charge  of  the  inspector  of  ordnance  at  the  naval  ma^zine  site.  He  will  represent 
the  Bureau  of  Yards  and  Docks  at  the  yard  in  carrying  out  the  detailed  design  and 
construction  of  the  new  central  power  station,  partly  by  contract  and  partly  by  yard 
force,  yard  employees  to  be  carried  on  the  rolls  of  the  consolidated  manufacturing 
department,  and  the  number  and  character  required  from  time  to  time  to  be  arranged 
with  the  principal  technical  assistant.  He  will,  as  consulting  engineer,  make  recom- 
mendations ana  general  plans  and  estimates,  based  on  contract  work,  for  new  or  for 
important  modifications  in  existing  public  works,  conferring  with  the  commandant 
and  the  princii)al  technical  assistant.  He  will  make  such  investigations  and  reports 
in  the  line  of  his  profession  as  the  commandant  may  from  time  to  time  direct. 

7.  The  naval  constructor  will  act  as  inspector  for  all  material  under  the  cognizance 
of  the  Bureau  of  Construction  and  Repair. 

8.  The  senior  inspector  will  arrange  for  carrying  on  the  work  of  an  inspector  who 
may  be  temporarily  absent  from  the  yard .  In  case  of  prolonged  absence  of  an  inspector 
the  commandant  will  detail  an  officer  as  his  relief.  When  any  inspector  may  con- 
sider it  in  the  interest  of  the  Government  to  have  the  inspection  made  by  another 
inspector  he  will  rep<irt  to  the  commandant,  who,  if  he  approves,  will  order  the 
inspection  to  be  made  as  requested.  The  commandant  will,  when  he  considers  it 
advisable,  order  the  final  inspection  or  survey  of  material  to  be  made  by  a  board 
consisting  of  not  less  than  three  inspectors. 
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MATERIAL  UNDER  COGNIZANCE  OF  OENBBAL  8TOREKEBPEB. 

9.  Inepcctore  under  the  several  bureaus  will  inspect  all  apparatus  which  is  for  the 
direct  use  of  ships,  except  material  which  is  purcnatted  for  issue  to  ships,  but  of  the 
same  nature  as  the  material  in  ordinary  use  by  the  manufacturing  plant.  They  will 
also  inspect  all  apparatus  and  appliances  that  require  special  technical  knowledge, 
such  as  navigating  instruments,  indicators,  boilers,  generating  sets,  signaling  appa- 
ratus, guns  and  their  appliances,  traveling  cranes,  etc.  All  necessary  labor  in  con- 
nection with  handling  and  testing  of  the  appliances  and  apparatus  to  be  inspected  by 
Uie  inspectors  will  be  furnished  by  the  general  storekeeper  and  principal  technical 
assistant. 

CARE   AND  PRESERVATION   OP  MATERIAL. 

10.  In  the  matter  of  the  care  and  preservation  of  material  under  the  respective 
bureaus,  the  inspectors,  if  they  consider  minor  overhaulings  or  work  necessary  in 
connection  therewith,  will  make  request  in  the  usual  form  to  the  commandant,  who 
directs  the  performance  of  the  work  desired  to  the  satisfaction  of  the  inspectors,  with 
the  knowledge  of  the  general  storekeeper. 

REQUISITIONS. 

11.  Inspectors  will  give  the  general  storekeeper  such  technical  advice  as  may  be 
required  for  the  proper  preparation  of  requisitions  necessary  to  procure  special  appa- 
ratus or  appliances  for  ships  under  cognizance  of  their  respective  bureaus. 

ALLOWANCE   BOOKS. 

12.  Allowance  books  for  ships  to  be  commissioned  will  be  prepared  by  the  inspectors 
and  forwarded  to  the  bureaus  concerned  for  approval,  or  in  cases  where  it  hiu  been 
customary  for  the  bureau  to  prepare  allowance  Dooks,  copies  will  be  kept  on  file  by 
the  inspectors.  The  inspectors  will  keep  the  bureau  informed  of  changes  in  allowance 
that  become  necessary  during  the  progress  of  fitting  out  the  vessels. 

SURVEYS. 

13.  Inspectors  will  survey  all  articles  under  cognizance  of  their  respective  bureaus, 
and  where  repairs  are  recommended  by  them  the  estimates  of  time  and  cost  will  be 
furnished  to  the  inspectors  by  a  representative  of  the  manufacturing  department 
detailed  for  that  purpose  by  the  principal  technical  assistant. 

YARD  CRAFT. 

14.  Inspectors  will  perform  the  same  duties  as  heretofore  required  in  connection 
with  the  recommendations  made  to  the  captain  of  the  yard  for  necessary  repairs  and 
maintenance  of  yard  craft.  Authorized  repairs  will  be  made  by  the  manufacturing 
department.  Stub  requisitions  for  phi  pi?'  supplies  shall  be  prepared  by  the  inspectors 
and  submitted  to  the  captain  of  the  yard  for  approval. 

VESSELS   IN   ORDINARY. 

16.  Inspectors  shall  inspect  the  vessels  in  ordinary  semimonthly  (or  cause  an 
assistant  to  do  so)  and  shall  report  to  the  captain  of  the  yard  on  the  15th  and  30th  of 
each  month  the  result  of  said  inspections  so  far  as  relates  to  the  appurtenances  of 
these  vessels  under  cognizance  of  tne  bureaus  they  represent. 

REPAIRS  TO  SHIPS. 

16.  The  lists  of  repairs  re<}ue8ted  by  a  commanding  officer  of  a  vessel  arriving  at 
the  yard  will  be  forwarded  direct  to  the  inspector  representing  the  bureau  concerned. 
The  iiippector  will  then  confer  with  the  commanding  officer,  examine  the  work  on 
board  ship  and  make  his  recommendations  on  the  lists,  which  will  then  be  forwarded 
to  the  pnncipal  technical  assistant  for  the  entry  of  estimates  thereon,  also  for  the 
preparation  oi  any  plans  that  may  be  necessarv,  which  plans  must  be  approved  by 
the  inspector  concerned  before  being  forwarded  to  the  bureau.  These  lists  and 
plans  will  be  forwarded  to  the  commandant  with  an  extra  copy  of  all  indorsements 
thereon  for  the  information  of  the  commanding  officer  of  the  vessel.  The  inspectors 
will  be  furnished  by  the  principal  technical  assistant  a  copy  of  the  weekly  report  of 
repairs  under  cognizance  of  their  respective  bureausi  and  in  accordance  with  the 
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department's  memoiandum  for  commandants,  of  January  25,  1909,  "QrdeiB  for  work 
at  the  navy-yards  should  be  made  in  duplicate  in  cases  where  an  inspector's  taok 
would  be  facilitated  by  his  possession  of  a  copy/'  When  repairs  to  a  ship  in  com- 
mission are  of  a  minor  character,  the  inspections  shall  be  macie  by  the  ships'  officefs 
detailed  for  that  purpose  by  the  command  inc;  officer  of  the  vessel,  and  in  such  cases 
the  yard  inspectors  snail  notify  the  commanding  officer  in  writing,  through  the  com- 
mandant^ what  items  constitute  these  minor  repairs. 

17.  Ships'  inspecting  officers  will  be  governed  by  the  rules  and  methods  prescribed 
for  inspectors  at  navy-yards,  whom  they  will  keep  informed  as  to  progress  and  con- 
dition of  work.  Work  of  an  unsatisfactory  character  will  be  immediately  reported 
to  the  inspectors  at  the  yard  and  the  principal  technical  assistant. 

NEW  IN8TALLATI0K8. 

18.  In  the  case  of  new  installations  and  standard  alterations  already  authorized  by 
the  different  bureaus,  detailed  plans  for  such  work  will  be  urcpared  by  the  principal 
technical  assistant  and  submitted  to  the  inspector  concerned  for  approval  before  being 
forwarded  to  the  bureau,  or,  in  case  of  work  alrea^iy  approved,  oefore  the  work  is 
begun.  The  inspector  will  confer  with  the  principal  technical  assistant  while  such 
plans  are  being  prepared  in  order  to  reconcile  as  far  as  possible  any  differences  of 
opinion  in  reference  thereto,  before  such  plans  are  completed. 

WORK  IN  FROORE88. 

19.  Work  in  progress  will  be  subject  to  inspection  by  the  inspectors  from  the  time 
it  is  undertaken  until  completed.  The  inspectors  will  be  given  access  at  all  times  to 
the  shops  where  the  different  parts  are  being  manufactured  or  repaired,  and  the  officen 
and  foremen  attached  to  the  manufacturing  department  will  notify  the  inspectors  by 
telephone,  confirmed  by  memorandum  as  per  attached  sairple  form,  that  such  parts 
of  an  installation  as  require  it  are  ready  for  examination  by  the  inspectors  before  beinc 
installed.  Inspectors  concerned  will  also  inspect  the  work  as  it  progresses  on  boi^ 
ship,  and  upon  its  completion,  after  making  such  tests  as  may  be  necessary  in  con- 
junction with  the  ships'^  officers  and  the  principal  technical  assistant,  will  accept  the 
work  or  recommend  such  changes  as  may  be  found  necessary. 

20.  The  foregoing  orders  are  given  pending  detailed  instructions  from  the  depart- 
ment, and  in  case  any  officer  concerned  finds  in  the  course  of  his  duty  that  this  order 
conflicts  in  any  way  with  department's  General  Order  No.  9,  he  will  at  once  report 
the  fact  to  the  commandant,  who  will  make  the  necessary  corrections. 


Rear- Admiral,  U.  S.  Navy,  Commandant. 

NAVr-YARD,  PUQBT  SoUND,  WaBH., 

February  11,  1909. 


[Inclosure  B.] 
f-2340-1.1 

Order  No.  210. 

The  commandant's  orders  Nos.  62  of  January  28,  1909,  and  150  of  February  11, 1909, 
relative  to  the  duties  of  the  inspectors  under  the  provu<ions  of  General  Order  No.  9, 
are  revoked  in  so  far  as  they  conilict  with  the  instructions  contained  in  the  '*  Depart- 
ment's Mem<Mrandum  for  Commandants,"  dated  February  18,  1909. 

2.  Requests  for  work  in  advance  of  approval  by  the  department  must  fully  show 
that  such  work  requires  immediate  action. 

John  A.  Ro doers, 
Rear-Admiral,  U.  S,  Navy,  CommaTuktnt. 
Navy- Yard,  Puget  Sound,  Wash., 

February  24,  1909. 


[Inclosure  C] 
C.  M.  D.  Bulletin  No.  506.] 

Inspection  of  Work. 

1.  The  instructions  governing  the  inspection  of  work  require  that  for  work  on  ves- 
sels in  commission  the  commandine  omcer  will  designate  the  officers  to  make  the 
inspection ;  for  work  on  ships  out  of  commission  the  yard  inspectors  will  make  the 
inspection. 
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2.  When  job  orderB  are  issued  the  forenmn  will  be  furnished  with  three  copies,  one 
for  his  files,  one  for  the  leadingman  directly  in  charge  of  the  work,  and  one  for  the 
information  of  the  ship.  Prior  to  banning  work  on  a  ship  the  foreman  will  deliver 
the  latter  copy  to  the  mspectine  officer  designated,  or  if  he  is  not  available,  to  the  offi- 
cer of  l^e  deck,  and  will  give  tne  officer  such  information  as  to  the  probable  progress 
of  the  work  as  may  be  necessarv  to  facilitate  the  work  of  inspection. 

3.  The  same  course  of  procedure  will  be  followed  with  work  on  ships  out  of  commis- 
sion, the  third  copv  being  delivered  to  the  yard  inspector  concerned. 

4.  In  the  case  of  casting,  forginss,  piping,  or  other  material  which  reauires  a  shop 
inspection,  a  "Notice  to  inspector^*  will  be  filled  out  and  forwarded.  In  case  there 
is  any  delay  in  securing  the  inspection  the  shop  superintendent  will  be  immediately 
informed,  as  it  is  desired  to  avoid  all  delay  in  the  work  passing  through  the  shops. 
After  the  work  has  been  inspected  the  inspector  will  fill  out  the  lower  part  of  the  form 
and  return  to  the  foreman.  This  will  be  filed  in  the  job-order  jacket  and  turned  in 
when  the  job  order  is  completed.  When  the  work  is  finally  installed  on  the  ship  it 
will  be  inspected  and,  if  necessary,  the  tests  witnessed  by  the  inspecting  officer  and 
the  inspector's  copy  of  the  job  order  will  be  returned  to  the  foreman  with  a  note  of  the 
date  and  results  of  the  inspection.  This  will  then  be  turned  in  as  the  foreman's 
authority  for  marking  the  order  completed. 

5.  For  the  information  of  all  concerned  the  commandant's  Order  No.  21W-A  1  of 
April  8,  1909,  is  attached  hereto. 

J.  D.  Biuret. 
Naoal  Constructor,  U.  8,  Jvavy. 

finclosure  D.) 
512-09.] 
f-21»-Al.J 

April  8, 1909. 
Sir:  1.  By  the  terms  of  General  Order  No.  9  and  Memorandum  for  Commandants, 
dated  January  25  and  February  18,  1909,  the  department  places  the  responsibility  for 
the  inspection  of  work  on  vessels  in  commission  upon  the  commanding  officers,  except 
in  cases  where  the  work  being  very  extensive  other  arrangements  are  made  by  the 
commandant. 

2.  The  department  directs  that  inspection  of  work  of  repairs  or  makinff  minor 
changes  be  made  b^  the  commanding  officer  or  such  of  his  subordinates  ashe  may 
select.  These  ship  inspectors  may  consult  freely  with  the  naval  constructor  or  any 
of  his  assistants,  or  witn  the  yard  inspectors. 

3.  The  commanding  officer  will  direct  these  ship  inspectors  carefully  to  observe 
the  work  from  start  to  finish,  keeping  in  touch  with  it,  whether  performed  on  board 
ship  or  in  shop  on  shore.  They  may  not  exercise  control  over  the  yard  workmen,  but 
in  urgent  cases,  where  work  is  being  improperly  performed,  they  should  immediately 
report  the  fact  to  the  commanding  officer  and  advise  him  to  stop  the  work.  In  order 
to  save  expense  to  the  Government  complaints  of  unsatisfactory  design  or  workman- 
ship should  be  made  as  soon  as  practicable.  If  the  commanding  officer  stops  the  work 
in  question,  then  the  officer  in  charge  of  the  manufacturing  department  ^ould  imme- 
diately be  notified .  He  will  charge  them  to  be  particularly  observant  of  the  attention 
and  emcienoy  of  the  workmen  assigned  to  the  work,  immeidiately  reporting,  by  name 
and  check  number,  any  employee  who  is  guilty  of  loafing,  unnecessary  absence,  or 
bad  workmanship. 

4.  He  will  send  in  a  list  of  the  officers  to  whom  he  has  assigned  the  duty  of  these 
inspections,  with  an  account  of  their  particular  duties. 

5.  The  officer  in  chaige  of  the  manufacturing  department  will  furnish  him  with  a 
copy  of  every  job  order  relating  to  his  commana,  and  with  any  other  information  con- 
cerning it  which  he  may  request.  It  is  the  manager's  duty  to  keep  the  commanding 
officer  fully  posted  in  this  respect. 

6.  The  commanding  officer  will  O.  K.  his  copy  of  each  job  order  as  soon  as  work 
thereunder  is  completed,  and  return  it  to  the  officer  in  chaige  of  the  manu&u^turing 
department  without  delay. 

7.  Since  the  main  object  of  General  Order  No.  9  is  to  effect  repairs  and  alterations 
on  ships  in  commission  with  all  practicable  dispatch  and  economy,  and  since  for  this 
purpose  the  cooperation  of  the  ship's  officers  is  exacted  by  the  department,  the 
commanding  officer  will  feel  it  incumbent  on  him  to  make  such  recommendations 
and  suggestions  in  this  connection  as  he  deems  appropriate,  both  as  to  the  general 
plan  of  operations  and  to  the  progress  of  individual  items. 

Very  respectfully, 

Rear-Admiral,  U,  S.  Navy,  CommarutofU, 
The  CoMMANDiNa  Officer, 

U.  S.  S.  Supply,  Navy-  Yard,  Puget  Sound,  Wd$h. 
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16. 

IflGOtt.] 

Department  of  the  Navy, 

Bureau  of  Equipment, 
Washington,  D.  C,  April  22,  1909. 
Sib  :  1 . 1  have  the  honor  to  submit  the  report  of  the  general  inspector 
of  equipment  on  the  work  of  reorganization  at  the  navy-yards  rorts- 
mouth,  Boston,  New  York,  League  Island,  and  Norfolk,  separately 
made,  together  with  a  report  to  me,  being  a  r6sum6  of  the  work  at 
each  yard. 

Very  respectfully,  Wm.  S.  Cowles, 

Chief  of  Bureau  of  Equipment. 
The  honorable  the  Secretary  of  the  Navy. 


Department  of  the  Navy, 

Bureau  of  Equipment, 
Washington,  D.  C,  April  21,  1909. 
Sm:  1.  I  have  the  honojr  to  submit  the  following  report  of  tour  of 
inspection,  in  connection  with  inspector's  work  at  navy-yards,  under 
instructions  contained  in  Order  No.  627-52  of  April  1,  1909,  of  the 
Navy  Department,  copy  of  which  is  attached  to  tnis  letter. 

2.  The  report  for  each  yard  includes  information  obtained  from  the 
inspector  of  equipment,  followed  by  comments  made  by  the  general 
inspector. 

3.  It  is  to  be  noted  that  the  application  of  consolidation  in  respect 
to  the  duties  of  equipment  inspector  varies  considerably. 

4.  Navy-yard,  Portsmouth,  N.  H, — ^The  work  has  gone  on  much  as 
before,  the  inspector  being  dependent  on  the  manager  and  performing 
his  duties  via  the  manager.  This  is  a  small  yard,  and  the  effects  of 
consoUdation,  as  regards  delay,  will  be  much  less  than  at  the  larger 
yards,  because  this  system  requires  that  all  orders  for  work  pass 
through  the  manager.* 

5.  liavy-Afard,  Boston,  Mass, — The  manufacture  of  anchors,  rope, 
chains,  canvas  fittings,  and  electrical  appliances  has  all  gone  to  the  mana- 
ger. The  first  three  items,  in  the  quality  of  which  a  seagoing  officer  is 
vitally  concerned,  are  now  under  the  charge  of  nonseagoing  officers. 

6.  Navy-yard,  New  York,  N,  Y. — ^The  efectric  laboratory  has  been 
placed  under  control  of  the  manager.  This  is  far-reaching  in  its  effects  as 
it  has  been,  to  a  great  extent,  the  source  of  information  for  specifications 
which  are  used  at  every  navy-yard  and  shipyard  in  the  country.  The 
same  for  the  electric  workshop,  which  not  only  manufactured,  out  sup- 
plied information,  especially  to  inspectors  of  equipment  at  shipyaros. 
The  duties  of  the  inspector  of  equipment  at  this  yard  are  nominal,  cov- 
ering instruments  of  navigation,  wireless  communication,  and  survey. 

7.  Navy-yard,  Philadelphia,  Pa. — The  duties  of  the  inspector  are 
nominal.     He  has  no  authority. 

8.  Navy-yard,  Norfolk,  Va. — The  duties  of  the  inspector  comprise 
much  more  than  they  do  at  any  other  yard,  a  description  of  which  is 
given  in  detail  in  the  report  on  that  yard. 

9.  Attention  is  invited  to  the  specific  report  for  each  yard,  which 
describes  in  rletail  the  inspector's  duties, ana  gives  the  general  inspect- 
or's conmients. 

10.  The  efficiency  of  the  present  system  seems  to  depend  on  the  re- 
ductions of  assistants  to  the  equipment  inspector  to  such  an  extent  as 
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to  make  him  inefficient  at  all  except  one  yard.  If  the  force  allowed  the 
equipment  inspector  is  increased,  it  is  claimed  that  the  benefits  of  con- 
soliaation  will  be  lost.  The  alleged  object  of  consolidation  is  economy, 
but  if  consolidation  is  not  efficient  it  does  not  meet  service  requirements. 

11.  The  scheme  of  consolidation  considers  the  navy-vara  for  manu- 
facturing or  repair  shops  solely.  Technical  results  at  I^  ew  York  under 
the  old  system,  under  the  guidance  of  technical — that  is — line  officers 
has  made  it  a  guide  via  the  bureau  to  every  navy-yard  in  the  country. 

12.  At  private  shipyards  these  technical  data  are  supplied  the  differ- 
ent departments  or  the  yards  by  the  inspectors  acting  under  the 
bureau,  either  by  correction  or  modification  of  plans  submitted. 

13.  The  centers  of  ideas  for  military  features  are  the  line  bureaus. 
The  source  for  the  inspector  is  the  bureau,  and  back  of  the  bureau  are 
the  laboratories  and  workshops  at  navy-yards,  which  supply  specifi- 
cations and  much  valuable  practical  data.  The  efficiency  or  the  lab- 
oratory depends  on  the  direction  given  its  work.  The  natural  and  log- 
ical director  of  laboratory  and  equipment  workshop  is  a  seagoing  offi- 
cer who  is  the  technical  naval  omcor. 

14.  Navy-yards  are  for  the  efficient  maintenance,  repair,  and  con- 
struction of  ships  of  war.  They  are  in  no  sense  industrial  concerns 
which  have  an  output  of  certain  standard  articles  for  which  a  consoli- 
dated force  is  economical.  Ekjuipment  apparatus  for  the  military 
features  of  a  ship  of  war  are  in  no  sense  standard.  They  change  from 
day  today  and  require  for  theirmanufactureaspecially  developed  force. 

15.  The  ultimate  objects  of  a  navy-yard  are  to  meet  the  require- 
ments of  quick  repair  in  war,  delivery  of  supplies,  and  rapid  con- 
struction. 

16.  It  does  not  appear  that  an  administration  on  the  lines  of  the 
present  consolidation  meets  that  requirement.  Suppose  a  piece  of 
work  is  to  be  done,  and  take,  for  example,  as  describmg  the  system,  a 
specific  case,  changes  in  the  interior  communication  room  of  the 
Louisiana,  Estimates  in  that  case  were  made  by  the  masters  of  ten 
trades  of  the  work  under  their  cognizance.  These  estimates  are  all 
combined  in  one  by  the  master  who  has  the  greatest  amount  of  work 
and  by  him  submitted  to  the  manager  for  action.  The  master  of  a 
trade  or  an  assistant  naval  constructor  displaces  a  seagoing  officer. 
The  small  number  of  naval  constructors  would  generally  cause  the 
dependence  to  be  put  on  the  master  of  the  trade. 

17.  The  quality  of  work  and  the  amount  of  output  depend  on 
specialization  of  mechanical  work.  This  is  lost  by  consolidation. 
Another  bad  feature  is  the  loss  of  personal  interest  taken  by  the  lead- 
ing men  in  equipment,  who,  for  all  ordinary  work,  had  their  men 
directly  under  them.  It  was  to  the  interest  of  leading  men  in  equip- 
ment to  bring  expenses  down  to  a  minimum.  The  scrap  was  care- 
fully saved ;  there  was  competition  between  different  yards  and  against 
outside  concerns  in  the  manufacture  of  electrical  appUances,  and  the 
cost  was  reduced  to  a  minimum.  Now  no  one  takes  any  special 
interest.  In  the  matter  of  output  it  will  become  Uke  a  trust,  under 
which  quality  depreciates,  and  the  price  will  increase,  owing  to  over- 
head expenses. 

Very  respectfully,  J.  T.  Newton, 

CaptaiUf  17.  8,  Navy^ 
General  Inspector  of  Equipment  on  Atlantic  Coast. 

Chief  op  Bubeau  op  Equipment. 
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Copy. 
•27-58.] 

Navt  Department, 

Washington f  April  1, 1909. 
Sib:  Proceed  to  Portsmouth,  N.  H.;  thence  to  Boston,  Mass.;  thence  to  New  York, 
N.  Y.;  thence  to  Philadelphia,  Pa.;  thence  to  Norfolk,  Va.;  reporting  to  the  com- 
mandant of  each  yard  and  station  upon  your  arrival  for  temporary  duty  in  connection 
with  ascertaining  for  the  information  of  the  Bureau  of  Eauipment,  Navy  Department, 
in  its  relations  with  the  navy-yards,  what  assistants  ana  facilities  are  needed  by  the 
inspectors  of  equipment  to  carry  out  uniformly  and  efficiently  the  provisions  of 
chapter  1,  paragraph  5,  of  the  U.  S.  Navy  Regulations,  1909: 

As  regards  the  inspection  of  all  that  relates  to  the  equipment  of  ships  according'  to 
the  allowance  lists  from  time  to  time  in  force. 

As  TegBLtda  carrying  on  the  necessary  tests  required  to  make  out  specifications  prop- 
erlv  for  nautical  and  navigating  instruments  and  electrical  appliances. 

As  rq;ards  carrying  on  properly  inspection  duty  connected  with  the  installation, 
maintenanoe,  and  repair  of  interior  and  exterior  signal  communications,  and  of  ail 
electrical  appliances  under  the  cognizance  of  equipment  on  board  naval  yesBels. 

Upon  completion  of  this  duty  return  to  Washington,  D.  C,  submit  a  report  in  the 
premises  to  tne  Bureau  of  Equipment,  and  resume  your  present  duties. 
This  is  in  addition  to  your  present  duties. 

Respectfully,  6.  von  L.  Mbtbb, 

Secretary  ofQu  Nauff. 
Oapt.  John  T.  Nbwton,  U.  S.  Navy, 

General  Inspector  of  Equipment  on  Atlantic  Coasts 

Washington,  D.  C, 
(Bureau  of  Equipment.) 

Navy  Depabtment, 
Bureau  of  Equipment,  April  f ,  1909, 
Delivered. 

Wm.  S.  Cowleb,  Chief  of  Bureau, 

Mills  Building, 
Washington,  D.  C,  Aprils,  1909. 
Received  at  0  a.  m.  this  date. 

J.  T.  Newton,  Captain,  U.  8,  Navy, 

Navy-Yabd,  Portsmouth,  N.  H.,  AprUS^  1909. 
Reported. 

E.  K.  Moore, 
Rear-Admiral,  U.  S.  Naiyy,  Commandant. 

Navt- Yard,  Boston,  Mass.,  April  7,  1909. 
Reported. 

Wm.  Swdt, 
Rear-Admiral,  U.  8.  Navy,  Commumdant, 

Navt-Yabd,  New  Yobk,  N.  Y.,  April  9, 1909. 
Reported. 

C.  F.  GOODBICH, 

Rear-Admiral,  U.  8.  Navy,  Commandant. 
Navt- Yard,  Philadelphia,  Pa.,  April  13,  1909, 
Reported. 

£.0.  PEin>LETON, 

Rear-Admiral,  U.  8,  Navy,  Commandant. 

Navt- Yard,  Nobfolk,  Va.,  AprU  16^  1909 » 
Reported. 

E.  D.  Taussig, 
Rear-Admiral,  U.  8.  Navy,  Commandant. 
Mills  Building, 
Waskingt^,  D.  C,  April  17, 1909. 

Resumed  duties  as  general  inspector  of  equipment. 

J.  T.  Newton,  Captain,  U.  8.  Navy. 

U.  8.  Navt  Pat  Oppice, 
Washington,  D.  C,  April  17,  1909. 
Paid  mileaffe,  1110.40,  from  Washineton,  D.  C,  to  navy-yard,  Portsmouth,  Boston, 
New  York,  Philadelphia,  Norfolk,  ana  retunu 

J.  N.  Speed, 
Pay  Director,  U.  8.  Navy, 
21386—10 U 
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DEPABrMENT  OF  THE   NaVY, 

Bureau  of  Equipment, 
Washington^  D.  (7.,  April  19 y  1909. 

INFORMATION  OBTAINED  FROM  THE  INSPECTOR  OF  EQUIPMENT,  NAVY- 
YARD,  PORTSMOUTH,  N.  H. 

1.  At  this  yard  the  pay  roll  varies  from  700  to  1,000  men. 

2.  There  are  undergoing  repairs  the  Wisconsin,  the  colliers  Marcd- 
lu8  and  LeoniddSj  ancithe  seagoing  tug  Patavsco  under  construction. 

3.  When  equipment  was  a  department  the  force  varied  from  40 
to  76,  including  the  shop  force,  sailmakers,  riggers,  2  clerks,  and  1 
draftsman. 

4.  This  force  has  been  turned  over  to  the  manager,  except  those 
permanently  attached  to  office  of  inspector. 

6.  The  present  force  is  as  follows: 

Assistants  attached  to  office. — One  chief  clerk,  one  draftsman.  In 
addition,  the  inspector  has  the  assistance  of  the  following,  when 
required:  Boatswain  James  Glass.  U.  S.  Navy,  first-class  ngger  (in 
charge),  rigging:  leadingman  sailmaker,  canvas;  quarterman  elec^ 
trician,  electrical  matters;  laboratorian,  tests  and  nautical  instru- 
ments; such  '4eadingmen"  of  manufacturing  department  as  are 
experts  in  details  of  repairs,  etc.,  connected  with  other  equipment  gear. 

6.  All  facilities  are  provided  by  manufacturing^  department.  If  neces- 
sary, requests  are  made  direct  to  manager.     This  is  seldom  necessary. 

7.  Mechanical  facilities  are  electrical  shop,  macliine  shop,  canvas 
loft,  rigging  loft,  instrument  and  test  room. 

8.  In  general,  the  quarterman  electrician  and  inspector  consult 
freely  together  (as  is  done  at  private  yards),  so  that  the  work  from 
its  inception  will  be  carried  on  economically  and  efficiently  as  is 
possible  under  the  system  to  a  successful  inspection  by  the  inspector. 
For  this  purpose  the  quarterman  electrican  has  the  inspector's  per- 
mission to  employ  the  draftsman  attached  to  the  inspector's  office 
as  often  as  is  practicable. 

9.  A  copy  of  all  job  orders  issued  by  the  manufacturing  depart- 
ment are  sent  to  the  inspector.  If  he  is  satisfied  with  their  character 
he  files  them.  If  not,  ne  invites  the  attention  of  such  parts  as  are 
not  approved  by  him  to  the  manager.  In  case  of  inabihty  to  agree, 
the  matter  is  referred  to  the  commandant. 

10.  The  inspector  then  keeps  track  of  the  number  and  character 
of  the  workmen  employed  on  a  job,  and  in  case  of  any  recommenda- 
tions as  to  these  matters  it  is  taken  up  with  the  manager  or  com- 
mandant, as  is  necessary. 

11.  When  the  job  order  is  complete  it  is  returned  O.  K.'ed  (or  not, 
as  the  case  may  be). 

12.  The  following  is  the  present  practice-  of  the  inspector  in  cer- 
tain matters,  but  tney  are  not  altogether  covered  by  instructions: 

The  commandant  represents  the  bureau. 

The  manufacturing  department  carries  out  specific  orders  for 
work  from  the  Bureau  of  Equipment. 

Repairs  and  alterations, — (a)  Inspector  and  manager  both  scruti- 
nize them. 

(5)  Insjpector  reports  to  the  commandant  as  to  their  character, 
and  whether  necessary  or  desirable. 

(c)  Manufacturing  department  makes  estimates,  and  whether  they 
consider  them  necessary,  and  forward  through  inspector. 
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(d)  Inspector  notes  his  approval  or  recommendations  of  all  or  part 
of  the  manufacturing  department's  estimates  and  makes  pertinent 
remarks  thereon. 

(e)  The  manufacturing  department's  report  then  goes  to  the  com- 
mandant, who  forwards  it. 

(i)  Bureau  acts,  and  returns  through  commandant  to  the  manager. 

(a)  Inspector  is  informed  of  bureau's  action. 

(k)  Inspector  keeps  in  close  touch  with  work,  and  acts  either  with 
manager  or  commandant,  as  may  be  necessary,  so  as  work  will  be 
carried  on  efficiently  and  economically.  (This  close  touch  consists 
in  scrutinizing  plans  and  approving  same,  if  not  already  approved 
by  bureau,  notmg  number  and  character  of  workmen  employed  on 
jobs,  whether  work  is  progressing  properly,  approving  job  order 
on  completion  of  work  satisfactorily.) 

(i)  Inspector  of  equipment  also  inspects  the  suitability  of  con- 
struction and  repair  work  on  all  parts  of  the  ship,  except  steam 
engineering  spaces  and  in  relative  ordnance  matters. 

13.  It  has  been  clearly  demonstrated  that  it  is  more  economical 
to  use  the  electrical  drafting  room  near  the  quarterman  electrician 
than  to  keep  sending  for  the  quarterman  electrician  (who  gets  $5.04 
per  diem).  A  great  deal  of  unnecessary  time  is  consumed  running 
to  and  fro  between  electrical  shops  and  manager's  office  and  draft- 
ing room. 

14.  A  great  deal  of  unnecessair  time  is  consumed  in  naval  con- 
structors overlooking  the  plans  of  electrical  equipment,  etc.  It  has 
to  be  done  by  the  inspector,  who  is  the  specialist,  and  the  naval 
constructor  (not  necessarily  the  manager,  but  any  of  his  assistants), 
who  is  not  the  specialist,  nor  is  he  carrying  out  the  relation  of  equip- 
ment matters  to  tactical  consideration  of  a  ship. 

15.  This  feature  of  the  system  is  uneconomical  and  not  as  efficient 
as  the  direct  supervision  and  control  of  the  electrical  repairs  and 
alterations  at  this  yard  (exclusive  of  central  power  plant  and  yard 
linesman's  work). 

16.  The  equipment  inspector  at  Portsmouth  recommends  that  the 
following  apparatus  and  special  stores  be  under  the  direct  control, 
care,  custody,  and  issue  of  the  inspector  of  equipment  (for  the  good 
of  the  service),  issued  and  received  on  memorandums,  which  mem- 
orandums are  forwarded  to  the  general  storekeeper  for  accounting 
and  paper  work.  All  stores  to  be  open  to  the  general  storekeeper 
for  inventory  and  accounting. 


Article. 

Class. 

Remarlcs. 

T""'*^  und  hunting 

6 
6 

16 
17 

18 

k 

Necessary  that  these  be  0.  K.  on  issue. 
Essentially  a  specialist's  Job,  particularly  In 

receipt  and  issue. 
Nncessary  that  these  be  O.  TT.  on  is!t|i<i,  and 

WfntoMiiiAtartel 

Searehli^ts  and  thetr  puts,  Indading  rheo- 
itats,  spue  armatures,  spare  field  coils,  elec- 
tric signal  apparatus  (complete),  dry  cells 
ttid  batteries,  testing  sets  and  aU  testing 

All  former  class  16,  that  Is,  chronometers,  nau- 
tical and  navigational  Instruments,  etc.,  ex- 
cept fog  horns,  megaphones,  leads  and  lines. 

that  they  be  directly  under  charge  of  in- 
spector, so  as  to  be  always  adjusted  and  in 
proper  condition.    These   need   immediate 
suMTvision  and  constant  inspection  and  test. 

Da 
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OOMMENTB   BT  THE?  GENERAL   INSPEGTOB. 

1.  The  inspection  is  carried  on  much  the  same  as  under  the  de- 
partmental system,  the  main  difference  being  that  where  formerly 
the  equipment  officer  gave  the  order  directly  to  an  emplovee,  the 
inspector  of  equipment  now  gives  it  via  the  manager  to  the  same 
man^  who  is  earned  on  the  consolidation  pay  roll  instead  of  on  the 
equipment  pay  roll. 

2.  The  transmission  of  orders  requires  additional  clerical  work, 
as  every  paper  has  to  go  through  the  manager. 

3.  An  miportant  and  valuable  feature  is  that  inspectors  are  ap- 
pointed from  the  officers  of  the  ship  undergoing  repairs,  who  report 
to  the  inspector  of  equipment  and  cooperate  with  him. 

4.  The  importance  of  the  duties  of  mspector  and  the  range  of  his 
duties  depend  largely  upon  the  initiative  of  the  inspector  at  the 
time  the  new  order  of  things  went  into  eflFect.     If  tnoroiighly  ac- 

Suainted  with  his  working  force  and  the  methods  of  getting  work 
one,  he  can  from  a  perfectly  fair  interpretation  of  Navy  Kegulations, 
5,  include  in  his  range  of  duties  at  the  start  much  which,  if  left  until 
later,  would  become  involved  in  dispute  or  lost  entirely  to  equip- 
ment. The  present  comparatively  smooth  working  of  the  system 
at  this  yard  is  not  the  result  of  the  intrinsic  merit  of  the  system,  and 
might  have  resulted  less  satisfactory  to  equipment  if  a  new  inspector 
unacquainted  with  the  ground  had  been  the  incumbent.  Another 
reason  for  the  same  result  is  the  loyal  support  and  assistance  which 
his  former  employees  give  the  inspector. 

5.  No  figures  are  obtainable  to  show  the  relative  economy  of  the 
present  compared  with  the  departmental  system. 

6.  Reduced  to  its  simplest  expression,  the  status  is  this:  The  sea- 
going officer  is  essential  to  the  efficient  direction  of  equipment  work 
at  a  navy-vard,  and  the  interposition  between  the  equipment  in- 
spector and  the  performance  or  his  duties  of  a  nonsea  gomg  officer 
increases  expenses  and  impairs  efficiency. 

7.  The  claimed  advantage  of  one  pay  roll  is  not  apparent.  The 
same  clerical  work  is  required  to  make  up  the  enlaigea  pay  roll  that 
was  required  to  make  up  the  individual  sheets  in  separate  offices. 

8.  If  the  inspector  desires  to  test  or  inspect,  he  makes  a  request 
on  the  manager  and  obtains  the  services  of  the  same  man  who 
formerly  did  tnat  special  work. 

9.  If,  as  not  unfrequently  happens  in  the  case  of  a  ship  about  to 
leave  the  yard,  there  is  a  sudden  requirement  for  a  small  piece  of 
work,  the  mspector  must  wait  for  the  manager  to  issue  the  joo  order, 
which  will  eventually  reach  the  inspector,  perhaps  after  the  ship  has 
left,  unless  the  inspector  has  the  matter  attended  to  on  his  own 
responsibihty. 

10.  The  present  force  is  sufficient  at  this  yard,  where  one  man  of 
war  is  under  repair,  where  the  inspectors  on  the  ship  assist  the  equip- 
ment inspector,  and  where  the  manager  allows  the  inspector  the 
specially  fitted  men  that  are  requested. 

11.  Under  the  system  at  present  the  inspector  has  no  initiative. 
The  manager  may  or  may  not  refer  to  him.  He  is  dependent  on  the 
manager. 

12.  The  tendency  at  this  yard  is,  as  the  manager  becomes  better 
acquainted  with  equipment  duties,  to  withdraw  the  duties  he  at 
iirst  allowed  the  inspector. 
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13.  Under  the  memoranda  for  commandants,  February  18,  1909, 
inspectors  have  nothing  to  do  ¥dth  ships  in  commission.  The  trend 
of  events  would  indicate  that  this  condition  would  ultimately  obtain 
at  this  yard. 

Dbpabtmbnt  op  the  Navt, 

Bureau  op  Equipment, 
WaehiriffUm,  D.  C,  April  19,  1909. 

NAVT-TARD,  BOSTON,  MASS. 

1.  There  are  at  this  yard,  having  work  done  on  them,  the  Vermont^ 
Missouri,  New  Jersey,  New  York,  Nashville,  Ranger,  Vesuvius. 

2.  There  are  85  men  employed  under  the  general  storekeeper  and 
2,200  under  the  manager. 

3.  Previous  to  consolidation  the  equipment  department  had  em- 
ployed on  an  average  475  men,  and  its  average  monthly  pay  roll  was 
S30,000.  These  were  employed  in  rope  walk,  manufacturing  anchors 
and  chains,  sail  loft,  electrical  shop,  rising  loft,  and  amachme  shop. 

4.  At  present  the  inspector  of  equipment  has  for  a  permanent  force 
one  chief  clerk,  one  stenographer,  one  messenger. 

5.  In  the  redistribution  after  consolidation  the  following  were  the 
assignments: 

6.  Mr.  Jenks,  as  before,  superintendent  of  the  rope  walk  and  makes 
tests.  The  rope  walk  has  not  been  affected  by  consolidation,  except 
that  there  is  a  feeling  of  uncertainty  by  the  employees  as  to  their 
continued  employment.  Mr.  Jenks  is  superintendent  of  rope  walk 
under  the  civU  engineer,  Mr.  Gay  lor.  Reauests  for  job  orders  are 
submitted  by  Mr.  Jenks.  These  pass  via  Mr.  Gaylor  to  the  general 
storekeeper,  who  either  O.  K.'s  these  requests  or  makes  others  on 
the  manager  who  issues  the  job  order.  The  system  is  virtually  the 
same  as  under  the  departmental  system  except  that  the  manager 
now  displaces  the  then  equipment  officer. 

7.  Mr.  Kelley.  chains  and  anchors,  and  makes  tests.  The  analysis 
of  iron  is  made  by  the  yard  chemist. 

8.  Mr.  Raymond,  sailmaker,  has  the  manufacture  of  canvas 
articles  as  before. 

9.  Manager  has  charge  of  the  manufacture  of  equipment  articles 
generally. 

10.  Services  and  materials  in  repairing,  correcting,  adjusting  and 
testing  compasses,  on  shore  and  on  board  ship.  Performance  by 
Mr.  Petei-son  (now  borrowed  bv  equipment),  same  as  before. 

11.  The  general  storekeeper  has  eignt  or  nine  buildings,  and  articles 
under  cognizance  of  equipment  are  stored  in  any  one  of  these,  as 
before. 

12.  Compass  fittings,  including  binnacles,  tripods,  and  other 
appendages  of  ships'  compasses,  logs,  leads  and  sounding  apparatus, 
are  stored  in  equipment  building  as  before. 

13.  In  case  inspection  of  material  or  apparatus  for  private  shipyard 
is  required,  the  inspector  requests  of  the  manager  the  services  of  a 
qualified  assistant,  and  request  is  always  granted. 

14.  At  present  Mr.  Fretz,  assistant  naval  constructor,  has  super- 
vision of  the  manufacture  of  anchors  and  chain.  Mr.  Fretz  had  no 
previous  experience  in  this  work,  and  his  appointment  displaced 
Commander  Parmenter  (retired),  an  acknowleaged  expert  in  that 
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branch.  The  output  has  been  considerably  increased  by  an  apparatus 
introduced  by  Commander  Parmenter.  Same  number  of  men  in  this 
manufacture  as  before.  Commander  Parmenter  has  been  transferred 
to  the  commandant's  office. 

15.  Inspection  of  chain  is  made,  as  before,  by  the  equipment 
inspector. 

16.  The  inspector  communicates  with  the  bureau,  sometimes  direct, 
sometimes  via  the  commandant.  Communications  from  the  bureau 
come  via  the  commandant  and  manager  to  the  inspector.  Owing 
to  the  delay  incident  to  this  in  cases  which  require  no  action,  the  first 
intimation  of  work  to  be  done  may  be  at  times  a  reference  to  the 
letter  in  the  job  order  received  by  tne  inspector. 

17.  The  inspector  of  equipment  has  much  less  to  do  under  the 

{>resent  than  under  the  departmental  system.     His  duties  are  per- 
ormed  by  someone  else  not  so  specially  equipped  for  the  work. 

18.  There  is  no  drafting  force.  That  lias  all  been  transferred  to  the 
manager.  The  inspector  j^oes  to  the  drafting  room  to  examine  trac- 
ings of  projected  work.    Ships'  officers  do  the  same. 

19.  Under  present  conditions  the  equipment  inspector  needs  a  sub- 
inspector  described  in  letter  appended  marked  "B." 

20.  The  services  of  the  equipment  inspector  are  not  utilized  as 
advantageously  to  the  Government  now  as  under  the  departmental 
system. 

21.  The  general  organization  is  as  follows:  Manager,  Naval  Con- 
structor Snow.  Assistant  Constructor  Eggert,  in  charge  of  drafting 
room  and  also  of  testing  work.  Assistant  Constructor  Yates,  in 
charge  of  machine  shops.  Assistant  Constructor  Fretz,  manufacture 
of  chains  and  anchors.  Each  of  these  has  also  the  work  on  one  or 
more  ships.  Civil  Engineer  Gaylor,  in  charge  of  sail  loft  and  rope 
walk.  Assistant  Enmneer  Rhodes  (retired),  in  charge  of  inspection 
of  material  for  manufacturing  department,  also  surveys  and  apprais- 
als. Chief  Sailmaker  Long  assists  Assistant  Engineer  Rhodes  for 
inspection. 

22.  While  there  are  no  figures  to  show  this,  the  overhead  charges 
must  be  higher,  as  the  process  is  indirect.  A  piece  of  work  under  the 
departmental  system  was  started  more  quickly, 

23.  Insulated  wire  is  usually  inspected  at  the  New  York  yard  and 
is  received  here  by  the  general  storekeeper  and  stubbed  out  by  the 
manager.     Electrical  appliances  are  tested  by  the  manager. 

24.  Tests  of  motors  at  West  Lynn  inspected  before  delivery  are 
made  by  the  master  electrician  formerly  in  the  employ  of  yards  and 
docks. 

25.  Mr.  Talbot,  formerly  master  electrician  in  equipment,  inspects 
electrical  apparatus  on  board  ship. 

26.  There  are,  as  before  consolidation,  three  master  electricians. 

27.  Generally  the  former  master  electrician  of  equipment  attends 
to  surveys  and  makes  out  estimates  for  ships'  work.  The  former 
yards  and  docks  master  electrician  inspects  motors  at  the  General 
Electric  Company's  works,  West  Lynn.  Electrical  installation  on 
shipboard  is  done  by  the  former  master  electrician  of  the  construction 
ana  repair  department.  It  is  to  be  noted  that  Mr.  Talbot's  experi- 
ence in  the  installation  work  is  not  utilized  to  the  best  advantage. 

28.  All  the  equipment  electrical  force  were  taken  over  after  the  con- 
solidation, and  a  number  were  rated  down«  This  has  caused  disconr 
tent,  and  two  out  of  fifteen  have  left. 
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29.  The  present  system  of  electrical  installation  is  as  follows: 
The  estimate  is  made  by  one,  the  work  is  done  by  another,  who  does 
not  know  ..he  estimate,  and  is  inspected  bjr  a  third. 

30.  The  manager  has  charge  or  everything  on  board  ships  not  in 
commission  lying  at  a  navy-yard.  The  captain  of  the  yard  is  re- 
sponsible for  a  snip's  being  properly  secured. 

31.  The  inspection  of  work  on  board  ship  by  the  ship's  officers. 
Their  opinions  receive  more  consideration  than  formerly. 

32.  The  inspectors  detailed  from  the  ship's  officers  do  not  come  to 
the  office  of  tne  equipment  inspector  to  consult  with  him.  When  a 
piece  of  work  is  finished,  and  tne  job  order  comes  to  the  inspector  of 
equipment  it  is  referred  by  him  to  the  ship's  officers,  and  after  their 
O.  K.  the  job  order,  if  the  work  is  satisfactory,  is  O.  K.'ed  by  the 
equipment  inspector. 

33.  The  mechanical  force  formerly  employed  in  equipment  are 
now  cx)nsolidated  with  all  the  other  machinists.  The  work  is  dis- 
tributed among  five  or  six  masters.  If  a  leak  is  discovered  in  a 
boiler  the  master  steamfitter  must  now  be  called  in  to  estimate  and 
perform  the  work.  If  a  piece  of  work  involves  several  trades  the 
masters  of  all  the  trades  concerned  must  be  called  in  to  estimate, 
obtain  job  order  from  manager,  and  do  the  work.  This  involves 
delay. 

34.  The  present  trades  system  also  takes  away  personal  interest 
where  several  trades  are  involved.  Formerly  the  personal  interest 
of  the  man  in  charge  coordinated  the  work  and  served  as  a  check 
against  extravagance  and  bad  work. 

35.  The  special  fitness  of  certain  mechanics  to  do  a  piece  of  work 
is  no  longer  utilized. 

36.  No  electrical  appliances  have  been  manufactured  since  the 
consolidation,  but  a  number  of  the  tools  were  moved  to  building 
42.  Scrap  was  used  for  the  manufacture  of  electric  appliances,  and 
they  could  be  manufactured  more  cheaply  than  outside. 

37.  Under  the  departmental  system  work  was  centered  under  one 
head.  Under  the  present  system  if  a  machine  breaks  down  nothing 
can  be  done  till  papers  are  sent  through  the  manager.  The  length  of 
time  required  for  papers  to  pass  over  the  manager's  desk  must  be 
considered. 

COlOfENTS  OF  THE  GENERAL  INSPECTOR  OF  EQUIPMENT 

Rope,  chains,  anchors,  canvas,  under  the  supervision  of  an  assist- 
ant naval  constructor  and  a  civil  engineer,  are  under  the  supervision 
of  nonseagoing  officers. 

Electrical  appliances  are  tested  imder  the  manager. 

As  a  matter  of  official  routine  inspectors  detailed  from  ship's 
officers  do  not  cooperate  with  the  inspector  of  equipment. 

The  first  paragraph  of  Navy  Regulations  5,  dennes  the  duties  of 
the  Bureau  of  Equipment  as  comprising  all  that  relates  to  the  equip- 
ment of  ships  according  to  allowance  lists  from  time  to  time  in  force. 
The  equipment  allowance  list  comprises  anchors,  chains,  rope,  canvas, 
and  gaUey  outfits.  If  the  duty  comprises  all  that  relates  to  the  items 
of  allowance  lists,  the  writing  of  their  specifications  should  be  included, 
because  past  practice  has  established  that  the  bureau  concemea 
should  write  its  own  specifications.     Especially  should  it  be  a  requi- 
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site  as  regards  anchors,  chains,  rope,  and  canvas,  that  their  specifi- 
eaticHis  should  be  written  by  those  who  are  vitally  interested,  i.  e., 
seagoing  oflScers.  Specifications  can  not  be  written  as  well  by 
officers  who  are  not  vitally  interested  in  the  quality  of  the  product, 
nor  oan  officers  vitally  interested  write  specifications  as  well  as 
formerly,  when  they  had  control  of  the  process  of  manufacture. 

As  regards  ships  in  ordinary,  referred  to  in  paragraph  1590,  Navy 
Regulations,  the  equipment  inspector  has  no  responsibility  in  the 
matter  of  equipment  material  not  turned  into  store. 

No.aooi-1.]  Appendix  A. 

Unitbd  Statxs  Navy- Yard, 

Boiton,  ifcm.,  Fthruary  fS,  1909. 

Rules  Govsrnino  iNSPBcroits. 

2.  They  ehall  carefully  inspect  the  work  in  progrese  and  at  its  completion,  and 
iorenieQ  or  quartermen  shall  be  instructed  to  notify  the  inspecton  concerned  when 
work  is  started  on  each  job,  in  order  that  they  may  follow  it  up  and  keep  track  of  its 
progress.  Notice  of  completion  will  be  furnished  them  promptly,  in  oraer  that  they 
may  make  the  necessary  inspection  without  delay.  If  the  work  be  satisfactory,  the 
inspector  concerned  shall  indorse  upon  the  back  of  his  job-order  cards  the  date  ot  the 
commencement  of  work,  the  date  of  completion,  and  the  words  ''completed  O.  K.,'' 
with  signature;  one  such  card  shall  be  sent  direct  to  the  manager  of  the  manufocturing 
department  and  another  one  shall  be  returned  by  the  manager  of  the  manufacturing 
department  to  the  inspector  for  record,  with  the  cost  of  material  and  cost  of  labor 
entered  upon  it. 

Wif.  Swift, 
lUar-Adnvfral,  U,  S.  Navy,  Commandant, 

This  is  ^vagne.  In  actual  pmctice  the  inspector  of  equipment  is  furnished  with 
copies  of  job  orders,  sometimes  in  triplicate,  sometimes  in  guadrupHcate.  Whan  Che 
jobs  jtfe  completed,  they  are  indorsed  on  the  back  as  indicated  above,  one  copy  is 
retained  bv  the  inspector  of  eouipment,  and  the  remaining  copies  returned  to  the 
manager  of  the  manu&u^turing  department,  who  is  supposed  to  return  one  copy  with 
^&te  cost  of  the  iob  entered  thereon,  although,  up  to  this  date,  no  copies  have  been 
received  with  this  infomiation. 

J.  F.  LUBT, 

Commander,  U.  S.  Navy,  Inspector  of  Equipment, 


NcSOM.]  Appendix  B. 

Navy- Yard,  Boston,  Mass., 

February  t7, 1909. 

Meicoranduic. 

SuBnccr:  QualiflcatianB  for  subinspectors  of  equipment. 

Sir:  Referring  to  Navy  Department's  letter  No.  1552,  of  February  24, 1909,  second 
paraffraph,  qualmcations  required  for  a  subinspector  of  equipment,  one  of  whom 
would  m  my  opinion  be  sufficient  under  ordinary  circumstances  at  this  yard,  should 
be  as  follows: 

QUALIFICATIONS  FOR  BUBINSPBCTORS  OF  EQUIPMENT. 

The  subinspector  of  equipment  shotdd  primarily  be  an  electrician  of  a  grade  com- 
petent to  assume  the  duties  of  a  ouarterman  or  leadingman  in  a  navy-yard.  He 
should  have  a  practical  knowledge  ot  all  electrical  shipwork,  and  a  sufficient  theoret- 
ical knowledge  to  make  tests  of  insulation,  to  inspect  dynamos  and  motors,  telephones, 
interior  communication  work,  and  apparatus,  it  is  essential  that  he  should  be  espe- 
dallv  conversant  with  work  of  this  nature  as  carried  on  aboard  United  States  vessels. 
He  fibould  also  have  sufficient  knowledge  of  mechanical  and  steam  work  to  enable  him 
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Aa  cBtiiDBte  inteUigentlv  on  work  in  galleys,  steam  cookere,  ovens,  bakeries,  etc.  His 
duties  would  also  involve  such  work  as  the  fitting  of  curtains,  curtain  rods,  fixtures, 
screens,  etc.,  for  cabin  and  etateroom  work.  In  addition,  he  should  be  of  sufficient 
intelligence  to  very  soon  learn  the  methods  of  testing  chain,  cordage,  and  canvas,  so 
that  he  could  witness  and  intelligently  report  on  tests  conducted  by  the  manufoctur- 
iog  department. 

Very  respectfully,  J.  F.  Luby, 

Commander f  U,  S.  Navy,  Irupector  of  Equipment. 
The  Commandant. 

Depabtment  op  the  Navy, 

Bureau  of  Equipment, 
WaahmgUm,  D.  C,  April  19, 1909. 

NAVY-YABD,  NEW  YOBK,  N.  Y. 

1.  The  general  inspector  of  equipment  reported  at  this  yard  April  9. 
The  commandant  refused  to  allow  him  to  carry  out  his  orders,  and 
informed  lum  that  he  had  directed  the  equipment  inspector,  navy- 
yard,  New  York,  not  to  give  him  any  information  nor  to  allow  any 
mformation  to  be  obtained  from  any  employee.  He  ^o  informed 
the  general  inspector  that  he  had  protested  to  the  department,  April 
1,  against  his  visit  to  the  yard,  but  had  not  yet  received  an  answer. 
Subsequently  the  general  inspector  learned  at  the  navy-yard,  League 
Island,  that  the  commandant  at  New  York  had  sent  to  all  comman- 
dants a  copy  of  his  protest  to  the  Navy  Department,  and  a  copy  of 
his  orders  to  the  equipment  officer,  navy-yard.  New  York,  with 
respect  to  the  visit  or  the  general  inspector. 

2.  April  9  the  general  inspector  reported  the  matter  in  accordance 
with  Navy  Regulations,  221-2. 

3.  April  10  at  1.30  p.  m.  telegraphic  orders  to  proceed  to  the  navy- 
yard,  New  York,  ana  carry  out  orders  were  received.  Accordingly 
the  general  inspector  proceeded  to  carry  out  his  orders  on  April  10 
and  April  12. 

4.  It  is  pertinent  to  remark  here  that  the  present  equipment  in- 
spector has  been  at  the  yard  but  a  short  time,  and  that  he  is  to  be 
relieved  on  April  25. 

6.  There  are  undergjoing  repairs  at  this  yard,  in  commission,  the 
Rhode  Island,  Connecticut,  Cuhjoa,  Ohio,  Tacoma,  Nebraska,  Yankton, 
Hwneotk. 

The  Newport  for  State  Naval  Militia. 

In  ordinary:  Massachusetts,  Blakely,  Baltimore, 

In  reserve:  Alaharaa. 

Under  construction:   Vestal^  Florida,  Morris,  Wasp. 

Yard  craft:  Apache,  Pawnee,  Traffic,  Pentucket,  Transfer. 

6.  There  were  employed  under  equipment  about  460  men.  These 
were  distributed  as  follows:  Machine  shop,  laboratory,  rigging  loft, 
sail  loft,  flag  room,  clerical  force,  galley  shop,  coaling  plant.  The 
above  represented  a  monthly  average  from  four  months  of  $37,000. 

7.  Galleys  are  inspected  before  installation  by  Mr.  Markf elder, 
first-class  electrical  machinist,  who  is  under  the  manager,  and  who 
does  double  inspection  duty  imder  the  inspector  and  manager. 
Markfelder  is  qualified  for  the  work. 

8.  Canvas  is  ins])ected  by  Mr.  Mayhood,  subinspector.  He  has 
general  direction  of  tests  for  articles  under  cognizance  of  all  bureaus. 
Under  the  old  system  he  inspected  solely  for  equipment.    At  present 
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his  inspection  does  not  include  nonelectric  equipment,  which  has  been 
taken  away  except  when  inspected  for  outside.  The  field  of  inspec- 
tion of  Mr.  Mayhood  has  been  reduced,  but  the  amount  of  inspection 
has  been  increased. 

9.  Canvas  which  has  been  made  up  in  the  yard  into  awnings,  wind- 
sails,  bags,  etc.,  is  inspected  by  Mr.  Cowan,  master  sailmaker.  He 
is  under  the  manager,  out  his  services  can  be  utiUzed  by  the  inspector 
unless  Mr.  Cowan  happens  to  be  needed  at  the  same  time  by  the 
manager. 

10.  Rigging  is  inspected  by  a  boatswain  and  rigger.  The  rigger  ia 
not  permanently  under  the  orders  of  the  inspector,  and  the  inspector 
can  not  at  all  times  control  him.  The  boatswain  has  not  been  assigned 
to  the  equipment  inspector.  The  boatswain  inspects  nonelectric 
material  generally. 

11.  The  compasses  in  general  store  are  directly  under  Mr.  Bowles, 
first-class  mechanical  electrician.  He  does  double  duty  under  the 
manager  and  inspector.  Mr.  Bowles  has  had  this  work  a  number  of 
years. 

12.  The  inspector  of  equipment  has  no  assistant  so  detailed  to 
act  for  him  in  case  of  sickness  or  absence  from  any  other  cause. 

13.  Nautical  and  astronomical  instruments  would  be  inspected 
with  the  assistance  of  Mr.  Bowles  and  Mr.  Majhood. 

14.  If  repairs  were  needed  on  the  above  instruments,  a  request 
would  be  made  by  the  commanding  officer  of  the  ship  on  the  com- 
mandant or  manager.  The  matter  would  be  referred  to  the  inspector 
for  comment,  and  a  job  order  would  be  issued  by  the  manager. 

15.  The  inspector  would  not  select  navigational  instruments  for 
different  classes  of  ships  unless  called  upon  to  do  so  by  the  general 
storekeeper. 

16.  The  inspector  is  not  called  upon  to  inspect  flags.  (See  limita- 
tions as  to  his  inspection.  Appendix  A.) 

17.  Compass  fittings,  tripods,  binnacles,  and  other  appendages  of 
ship's  compasses:  As  under  the  departmental  system,  the  work  of 
installation  would  be  done  bv  the  naval  constructor,  the  location 
of  compass  being  determined  bv  the  inspector.  The  regular  inspec- 
tion of  these  articles  would  be  done  from  time  to  time  by  Mr.  Bowles 
and  Mr.  Mayhood. 

18.  Logs  and  other  apparatus  for  determining  the  ship's  way, 
leads,  ana  soundings  will  be  inspected  by  this  office  on  inspection 
call  being  received.     (See  Appenoix  A.) 

19.  Lanterns,  lamps,  and  other  means  of  oil  illumination  would  be 
inspected  if  inspection  calls  were  received. 

20.  The  assistants  utilizable  for  the  inspection  of  plans  of  shins 
imder  construction  are:  Mr.  Welch,  the  draftsman  permanently 
attached  to  this  office;  Mr.  Markf elder,  electrical  machinist,  first  class, 
under  the  manager,  Mr.  Martin,  and  chief  subinspector  electrical  for 
wireless  work,  under  the  manager.  One  draftsman  can  not  do  all  the 
work  that  will  be  required.  Additional  draftsmen,  it  is  understood, 
can  be  obtained  temporariljr  from  the  manager. 

21.  For  ships  in  commission  it  is  understood  that  the  inspector  is 
not  called  on  to  perform  that  duty,  but  he  is  informed  b}r  the  job 
order  when  work  is  undertaken.  Nor  does  the  equipment  inspector 
make  inspection  of  work  completed  on  a  ship  in  commission.  (See 
Appendix  B.) 
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22.  For  ships  not  in  commission  the  work  is  inspected  both  in 
shops  and  after  installation. 

23.  The  inspector  of  equipment  does  not  make  electrical  tests  of 
finished  installation  on  ships  in  commission.  His  inspection  duties 
are  set  forth  in  Appendix  d.  The  inspector  is  of  the  opinion  that, 
according  to  Appenoix  B,  he  is  not  callea  on  to  inspect  work  on  vessels 
in  conmiission  unless  specifically  so  directed. 

24.  In  the  matter  of  testing  generating  sets  on  ships  in  commission, 
the  inspector,  under  instructions  marked  '^B,"  is  not  called  on  to 
perform  this  duty.  On  ships  under  construction  or  out  of  conunission 
undergoing  repairs  he  would  be,  and  would  get  the  necessary  assist- 
ance, probably  Mr.  Martin,  electrical  expert,  Mr.  Welch,  draftsman, 
Mr.  Markfelder,  electrical  machinist,  first  class. 

25.  SearchUghts.  which  the  inspector  would  be  called  on  to  test 
under  his  orders  (ii  regarded  as  having  a  navigational  use),  on  receipt 
from  the  manufacturer,  would  be  tested.  As  soon  as  they  were  re- 
ceived on  board  for  installation,  the  inspector,  under  his  orders,  would 
cease  to  have  anything  to  ^o  with  them. 

26.  Electric  fixtures  and  appliances  are  not  inspected  bv  the  equip- 
ment inspector,  as  they  do  not  come  within  the  scope  or  his  inspec- 
tion duties.  (Appendix  A.)  With  regard  to  the  articles  mentioned 
as  no  longer  assigned  to  the  inspector,  an  inspection  of  them  would 
be  made  by  him  only  when  callea  on  to  do  so.  This  appUes  to  manu- 
factured articles  received  from  either  outside  or  inside.  With  regard 
to  the  inspection  of  electrical  appliances  made  in  the  yard,  the  in- 
spector has  no  responsibihty.  Ii  he  should  happen  to  note  in  the 
I>rogress  of  work  of  manufacture  some  defect,  he  would  call  the  atten- 
tion of  the  manager  to  it.  On  the  other  hand,  in  the  case  of  articles 
coming  directly  under  his  authority,  he  would  keep  in  close  touch 
with  the  process  of  manufacture. 

27.  The  inspector  receives  no  caUs  for  the  inspection  of  electric 
appUances,  whether  manufactured  in  the  yard  or  purchased  outside. 
To  enumerate  some,  the  inspector  has  inspected  no  switches,  no  dis- 
tribution boxes,  no  junction  boxes,  no  gaskets,  no  fuses,  no  conduit 
wire  or  cable,  no  conduit  fittings,  no  connection  boxes,  no  illuminating 
outfits.  All  these  are  under  tne  control  and  subject  to  the  action  of 
the  manager,  as  well  as  all  other  articles  for  electrical  use  except 
the  wireless  outfit,  and  perhaps  searchlights. 

28.  For  the  inspection  of  electric  suppues  for  ships  under  construc- 
tion at  private  shipyards,  subinspectors  are  sent  to  the  manufac- 
turers' works  to  perform  so  much  of  the  inspection  as  is  practicable 
there,  and  to  select  samples  for  further  test  at  the  navy-yard.  All 
tests  at  the  navy-jrard  laboratory  are  under  the  control  of  the  manager 
and  subject  to  his  action.  The  inspection  of  equipment  material 
conducted  outside  the  yard  is  subject  to  action  by  the  equipment 
insp  ctor. 

29.  For  making  equipment  electric  specifications  the  following  are 
available:  Mr.  Martin,  electrical  expert  and  aid  (under  the  manager) 
Mr.  Mayhood,  subinspector  (also  under  the  manager);  Mr.  Welch 
draftsman  (solely  under  equipment) :  Mr  .Markfelder,  first-class  elec- 
trical machinist  (under  the  manager). 

30.  For  making  equipment  nonelectric  specifications,  Boatswain 
Hopkins,  Mr.  Cowan,  master  sailmaker,  Mr.  Hoagland,  rigger.  All 
these  are  under  control  of  the  manager. 
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31.  For  the  inspection  of  installation  of  interior  and  exterior  s^al 
communication  and  other  electrical  appliances  Mr.  Markfelder  is 
available,  and  possibly  Mr.  Martin.  That  force,  under  present  con- 
ditions, which  eliminate  ships  in  commission  from  consideration,  is 
sufficient.  If  the  work  on  ships  not  in  commission  is  extended,  the 
force  is  not  sufficient. 

32.  The  force  is  not  suflicient  for  the  maintenance  of  the  interior 
and  exterior  signal  communication  on  ships  in  ordinary  referred  to 
in  paragraph  1590,  Nav}r  Regulations. 

33.  u  the  bureau  desires  to  have  certain  tests  carried  out  and  a 
report  thereon,  or  to  have  certain  plans  made,  the  inspector  would 
have  the  assistance  (if  at  the  time  not  needed  by  the  manager)  of 
Boatswain  Hopkins,  Mr.  Mayhood,  Mr.  Markfelder,  and  Mr.  Hoag- 
land,  also  the  assistance  of  ^ir.  Welch  and  the  clerical  force  attached 
to  the  ofTice.  The  force  could  be  further  augmented,  if  desired,  by 
appUcation  to  the  manager.  Such  work  can  not  be  done  as  efli- 
cientlv  as  if  a  permanent  force  were  attached  to  this  office,  because 
such  force  would  become  specialized  and  more  efficient  in  their  work, 
and  the  supervision  would  be  direct  and  by  those  responsible  under 
the  regulations. 

34.  The  inspector  is  supplied  with  all  information  concerning  elec- 
tric wire  which  has  been  inspected  for  delivery  to  a  contract  ship.  If 
the  wire  is  intended  for  this  yard,  unless  the  material  can  be  regarded 
as  navigational  or  for  navigational  purposes,  the  information  so  far 
as  the  laboratory  is  concerned  is  furnisned  to  the  manager.  When 
the  inspection  is  made  at  the  works,  the  data  is  supplied  to  the 
inspector  and  by  him  to  the  manager.  The  manager  takes  final 
action.  Chemical  and  physical  tests  are  made  here  of.samples  cut 
off  at  the  works. 

35.  The  manner  of  having  test  work  done  is  this:  The  equipment 
inspector  turns  the  work  over  to  Mr.  Mayhood,  the  inspector  naving 
the  right  at  any  time  to  follow  the  work  or  to  intrust  the  work  to  Mr. 
Mayhood  in  case  of  his  absence. 

36.  The  test  work  as  regards  equipment  is  necessarilv  slower  under 
the  present  than  under  the  old  system,  for  the  reason  that  equipment 
work  must  be  done  in  conjimction  with  other  work,  and  the  force  and 
facilities  have  not  been  materially  increased. 

37.  Navigational  uistruments  are  inspected  by  this  office  with  the 
assistance  of  Mr.  Bowles  (who  performed  the  same  duties  under  the 
department  system)  and  Mr.  Markfelder.  The  limitations  placed  by 
Appendix  A  on  inspection  by  the  inspector  would  prevent  any  inspec- 
tion of  other  items  by  him. 

38.  No  civiUan  aids  have  been  taken  on  to  perform  the  duties 
which  formerly  belonged  to  the  equipment  inspector,  nor  have  they 
been  taken  on  to  perform  the  duties  of  assistant  constructors  now 
taking  the  place  of  the  equipment  officer. 

39.  Referring  to  the  last  paragraph  (p.  2)  of  the  memoranda  for 
commandants,  February  18,  1909:  Tne  provisions  of  this  paragraph 
concerning  requests  for  work  on  a  ship  m  commission  have  been  car- 
ried out  m  several  cases.  The  inspector  did  not  know  whether  it 
had  been  carried  out  in  all  cases,  nor  does  he  know  that  his  comments 
would  be  considered. 

40.  Referring  to  the  fourth  paragraph  from  bottom  of  page  3, 
same  memoranda  for  commandants  of  February  18,  1909,  as  to  the 
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chaimels  followed  Ix^  routine  and  other  reports  originated  by  the 
manager,  no  application  of  this  procedure  has  yet  come  to  the  knowl- 
edge of  the  inspector. 

41.  A  certain  part  of  the  work  formerly  done  by  the  equipment 
officer  is  now  done  by  an  assistant  naval  constructor,  and  for  certain 
other  parts  he  calls  on  the  equipment  inspector  for  guidance. 

42.  The  inspector  of  equipment  has  not  the  assistance  nor  the 
cooperation  or  officers  detailed  as  inspectors  on  ships  in  commission. 
The  inspector  has  no  connection  with  them. 

43.  The  manufacture  of  electrical  appliances  has  been  continued 
since  the  consolidation.     The  inspector  has  nothing  to  do  with  them. 

44.  The  clerical  force  comprises  Mr.  Porter,  chief  clerk,  one  stenog- 
rapher and  typewriter,  one  messenger  boy.  These,  with  the  adm- 
tion  of  the  draftsman,  Mr.  Welch,  comprise  the  permanent  force. 

45.  The  inspector  has  no  direction  of  work  on  items  under  cog- 
nizance of  Bureau  of  Equipment. 

46.  It  has  not  been  posable  for  the  bureau  to  have  the  work  which 
it  has  referred  to  this  office  done  expeditiously.  There  is  one  drafts- 
man attached  to  this  office.  Adaitional  force  is  obtainable  from 
the  manager  for  work  beyond  the  capacity  of  one  draftsman,  an 
estimate  for  time  and  cost  accompanying  the  inspector's  request. 

47.  Letters  from  the  inspector  go  direct  to  the  bureau. 

48.  Letters  generally  reach  the  inspector  via  the  commandant; 
at  other  times  via  the  manager.  Sometimes  letters  reach  the 
inspector  direct. 

49.  With  regard  to  tracings  which  involve  the  projected  equip- 
ment installation,  as  yet  no  specific  cases  have  come  up  during  the 
term  of  the  present  equipment  inspector.  The  inspector  has  brought 
to  the  attention  of  the  commandant,  verbally,  the  desirability  of  such 

{provision,  which  would  secure  the  detection  of  errors  and  eliminate 
aults  before  actual  construction  began.  The  same  views  were  pre- 
sented by  the  inspector  to  the  Assistant  Secretary  of  the  Navy. 
(This  would  have  to  be  a  matter  of  official  routine,  independent  of 
any  discretionary  power  on  the  part  of  the  manager.) 

50.  Under  the  present  system  there  would  probably  be  an  inter- 
change of  papers,  plans,  etc.,  between  inspectors,  should  a  piece  of 
work  be  undertaken  unaer  cognizance  of  their  respective  bureaus. 

51.  Copies  of  all  job  orders  are  sent  to  the  equipment  inspector 
which  do  not  cover  work  on  ships  in  commission. 

52.  The  work  of  following  up  a  job  order  is  done  as  best  it  can  be 
with  the  aids  at  hand,  who  are  only  partly  under  the  authority  of  tha 
inspector  for  particular  work,  the  same  men  having  other  work  imder 
the  manager. 

OOHMBNTS   BT  THE   GENERAL   INSPEOTOB  OP   EQUIPMENT. 

1.  It  IS  to  be  noted  in  Appendix  B  that  the  inspector  has  no  duties 
connected  with  ships  in  commission;  that  no  consideration  is  given 
to  the  relation  of  the  equipment  inspector  with  the  bureau  in  the  mat- 
ter of  equipment  of  ships  according  to  allowance  lists  from  time  to 
time  in  force,  nor  to  the  preparation  of  specifications. 

2.  In  its  relation  with  the  bureau  the  navy-yard  at  New  York  has 
occupied  a  position  which  can  not  be  filled  by  any  other  yard 
because — 
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(a)  It  is  a  ocnler  where  supplies  of  any  description  can  be  gen- 
erally obtained. 

(b)  It  has  an  electric  laboratory  fitted  to  make  electric  tests  of  any 
kind. 

(c)  It  has  a  greater  number  of  ships  under  repair  than  any  other 
yard,  and  has  built  one.  Conse(][uently  its  files  make  it  the  source  of 
mformation  concerning  electric  installations,  and  the  natural  place 
for  tests  to  be  made  for  determining  the  most  effective  t^pe  of  appa- 
ratus for  various  purposes  on  board  ships.  This  is  specially  true  of 
apparatus  the  tjrpe  or  which  is  determined  by  experiment  and  devel- 
opment for  use  in  connection  with  the  military  features  of  the  ship. 

(id)  It  has  been  the  source  at  which  has  l>een  developed  all  the 
electric  appliances  for  use  in  connection  with  wiring  installation,  plans 
for  installation  of  generating  sets,  switchboards,  in  fact,  of  practically 
all  the  electric  installation  on  board  ship.  In  this  connection  it  is  to 
be  noted  that  installation  of  electrical  apparatus  on  a  man-of-war  is 
strictly  tactical,  and  must  be  so  directed  as  to  reduce  to  a  minimum 
the  chances  of  short  circuit  in  action.  Lack  of  care  in  installation 
may  throw  out  an  entire  battery,  or  may  throw  the  circuit  breaker 
of  a  generating  set  operating  turrets,  or  may  throw  out  the  system 
through  neglect  of  providing  a  means  to  isolate  the  effect  of  a  short 
circuit,  or  may  stad;  fires  through  short  circuit.  The  possibilities  of 
what  may  happen  in  action  to  electric  installation  are  many,  and  the 
study  of  how  to  guard  against  them  belongs  to  the  officers  on  board 
ship,  because  they  are  face  to  face  with  them  constantly,  and  spe- 
ciallv  when  it  comes  to  clearing  a  ship  for  action. 

(e)  It  is  by  reason  of  its  facilities  the  vard  at  which  nearly  all 
specifications  have  been  written.  It  would  not  be  possible  to  carry 
out  the  requirements  of  paragraph  5,  Navy  Regulations,  in  respect 
to  writing  electric  specifications  for  the  bureau  without  the  control  of 
the  laboratory.  The  bureau  now  has  the  assistance  of  the  laboratory 
only  bv  request,  and  not  by  direction.  The  laboratory  is  now  for  the 
general  use  of  all  departments  in  the  yard,  but  it  is  under  the 
manager,  and  the  order  of  the  tests  is  determined  by  him.  Equip- 
ment requires  the  greatest  number  of  tests,  as  this  yard  is  the  center 
for  electrical  testing,  and  ecfuipment  specifications  are  derived  largely 
from  the  results  of  the  various  tests  made  here.  The  following  more 
important  electric  specifications  have  been  written  here:  Specifica- 
tions for  generating  sets;  electric  fixtures  and  lanterns;  direct  cur- 
rent electric  motors;  installing  electric  plants  and  electrical  means 
o(  interior  communication;  standard  electrical  conductors;  also  15 
more  electric  specifications  of  less  importance.  These  specifications 
of  electrical  supplies  and  apparatus  are  based  on  the  information 
derived  from  the  equipment  files,  the  laboratory  tests,  and  the  expe- 
rience and  comments  of  seagoing  officers.  Ine  general  inspector 
makes  this  statement,  he  havmg  been  on  the  board  which  revised  in 
1904  the  general  electrical  specifications,  composed  of  Lieut.  Com- 
mander B.  T.  Walling,  assistant  to  equipment  officer,  navy-yard. 
New  York;  Lieut.  Commander  J.  T.  Newton,  inspector  of  equipment, 
Newport  News  Shipbuilding  and  Dry  Dock  Company;  Lieutenant 
Commander  Jordan,  Bureau  of  Equipment. 

(er-a)  The  specifications  are  derived  largely  from  the  opinions  of 
line  officers,  who  make  them  suit  ship  conditions,  they  being  in  touch 
with  the  installations  under  all  conditions  of  their  application  on 
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board  skip,  and  under  all  conditions  of  climate.  The  line  officer  in 
fact  shapes  electrical  installation  to  stdt  tactical  and  climatic  con- 
ditions. He  is  and  must  remain  the  source  of  information  for  con- 
stantly chan^ng  apparatus,  and  there  is  this  protection  against  his 
neglect  of  this  advantage,  that  he  himself  is  vitally  interested.  He 
is  the  logical  and  natural  director  of  electric  installation  on  board 
ships  of  war. 

(e-b)  Of  other  nonelectric  specifications  the  following  are  among 
the  important:  Anchors,  boat  awnings,  canvas,  khaki,  flax,  coaling 
bags,  hammocks,  coal  baskets,  chart  boards,  weather  cloths,  speed 
cover,  hemp,  hose,  collision  mats,  muslin  for  flag  making,  outfits  for 
galleys,  and  general  mess  pantries. 

The  above  list  of  nonelectric  items  includes  only  those  for  which 
specifications  would  be  made  at  New  York.  The  very  important 
items,  ship's  anchors,  chain  cables,  and  rope  (hemp  or  wire),  are  made 
at  Boston.  (A  complete  list  is  contained  m  the  index  to  specifications 
published  by  the  Bureau  of  Supplies  and  Accounts.) 

(e-c)  The  equipment  specifications  are  of  special  use  to  inspectors 
at  private  shipyards,  ana  to  contractors,  as  they  define  cleany  and 
autnoritatively  what  is  required.  The  inspector  at  a  shipyard  must 
rely  on  his  specifications  to  conduct  his  tests  efficientlv. 

(«-c--a)  Tne  equipment  department  which  formerly  existed,  with 
its  resources  for  accurate  data,  was  of  great  value  to  inspectors  at 
shipyards,  who  could  go  to  New  York  and  examine  the  sample  room, 
get  information  concerning  standard  fittings  and  installation,  and 
method  of  making  certain  electric  tests;  especially  in  the  matter  of 
saving  money  to  the  Grovemment,  by  supplying  to  inspectors  the 
cost  of  items  involved  in  changes  under  the  contract,  the  equipment 
department  being  able  to  do  so  by  reason  of  its  being  a  manumctur- 
ing  department. 

(e-H>-b)  Under  the  present  system  the  equipment  inspector  is  prac- 
tically cut  oflF  from  that  source  of  information.  The  upshot  will  be  his 
usefullness  will  decline,  and  the  Government  will  lose  money,  for  an 
efficient  inspector  of  equipment  at  a  private  yard,  where  several  ships 
are  building,  is  easily  worth  $10,000  to  $20,000  a  year  in  the  money 
saved  in  changes  under  the  contract.  An  inspector  who  does  not 
know  will  have  no  weight  with  the  board  on  changes,  and  claims  bv 
the  contractors  for  changes  in  equipment  installation  will  pass  through 
unchallenged.    The  general  inspector  makes  this  statement  from 

esrsonal  experience  of  two  and  a  half  years'  duration  at  Newport 
ews  Shipbuilding  and  Dry  Dock  Company  with  the  board  on  changes, 
and  he  knows  that  the  equipment  inspector  alone  is  qualified  to  attend 
to  equipment  work. 

3.  An  analysis  of  Appendix  A  shows  that  the  equipment  inspector 
is  cut  off  from  the  inspection  of  all  electrical  apparatus,  except 
wireless  and  perhaps  searchlights,  if  considered  as  navigational.  The 
effect  of  Appendix  A  is  to  take  away  the  inspector  of  equipment  from 
the  inspection  of  the  most  important  items  under  cognizance  of  his 
bureau.  The  ultimate  result  will  be  to  deprive  him  of  his  efficiency 
as  inspector. 

4.  Officers  on  board  ship  in  commission  who  have  been  detailed  as 
inspectors  do  not  cooperate  with  the  inspector  of  equipment.  In 
nearly  every  detail  the  inspector  at  this  yard  is  made  completely 
dependent  on  the  manager.    So  far  expediency  has  required  that  the 
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men  specially  qualified  by  former  experience  should  be  detailed  to 
assist  the  equipment  inspector,  but  there  is  no  assurance  of  this  con- 
tinuing. Tne  manager  can  do  as  he  chooses.  He  may  or  may  not 
give  tne  inspector  suitable  assistants,  or  another  manager  may  have 
(^uite  different  views  as  to  who  should  be  detailed.  The  system  is 
indefinite  and  unmilitary.  A  commissioned  oiiicer  of  rank  and 
experience  is  placed  in  a  position  which  is  evidently  undesirable,  to 
judge  from  the  fre(][uent  changes  of  inspectors. 

5.  The  general  mspector  of  equipment  also  desires  to  make  the 
statement  that  references  which  recur  in  various  memoranda  to 
commandants  tending  to  establish  a  similarity  between  the  duties  of 
inspectors  at  navy-yards  under  the  present  system  and  inspectors  at 
shipyards,  is  misleading  and  incorrect,  he  having  had  four  years' 
duty  at  the  navy-yard.  New  York,  two  and  a  half  years  as  local 
inspector  of  equipment  at  Newport  News,  and  one  and  a  half  years  as 
general  inspector,  and  having  lately  returned  from  a  tour  of  the  navy- 
yards. 

6.  The  system  of  inspection  at  private  shipvards  is  efficient;  the 
inspector  has  clearly  defined  duties;  he  is  independent,  and  has  a 
permanent  force  of  clerks  and  draftsmen  for  carrying  on  his  duties 
efficiently. 

7.  Another  unmilitary  feature  of  the  present  system  is  that  the 
assistant  temporarily  on  duty  under  the  inspector  is  under  the  mana- 
ger; he  is  only  loaned  for  a  time  to  the  inspector.  His  aUegiance  is  to 
the  manager.  By  reason  of  former  association,  the  assistant  gives 
much  better  service  than  he  will  later,  when  the  ties  of  former  asso- 
ciation will  have  weakened.  It  must  be  to  the  manager  that  the 
assistant  will  eventually  give  his  best  service,  and  that  to  the  inspector 
will  become  perfunctory.  The  manager  is  the  master  of  the  employee, 
and  the  inspector  is  his  dependent. 

8.  Under  consohdation  of  labor,  to  secure  efficiency  from  the 
inspector  in  his  work  at  a  navy-yard  and  in  his  relations  with  the 
bureau,  it  is  essential  that  the  fouowing  conditions  should  obtain: 

(a)  He  should  be  a  representative  or  the  bureau  imder  the  com- 
mandant. 

(b)  He  should  control  the  electric  laboratory. 

(c)  He  should  have  a  permanent  drafting  force. 

id)  He  should  have  sufficient  clerical  force  for  conducting  corre- 
spondence required  by  naval  regulations,  the  navy-yard  regiuations, 
and  supplying  information  to  shipyards. 

(e)  He  should  have  control  of  aU  the  files  and  information  accu- 
mulated under  the  departmental  system. 

(/)  He  should  have  a  sample  room  of  all  electric  and  nonelectric 
equipment  items. 

(g)  Investigate  all  requests  for  repairs,  etc.,  pertaining  to  equip* 
ment,  prepare  and  submit  estimates  and  recommendations  covering 
same.  (In  practice,  the  masters  of  the  different  trades  would  have 
to  submit  their  estimates  to  him.) 

(h)  Supervise  all  work  being  done  for  the  Bureau  of  Equipment, 
both  during  its  progress  and  upon  completion.  (In  practice,  the 
different  masters  of  trades  would  be  responsible  to  the  inspectors.) 

(i)  To  be  at  all  times,  under  the  direction  of  the  commandant,  the 
directive  agent  of  the  bureau,  responsible  to  the  bureau  for  satis- 
factory results  and  for  money  expended;  that  is,  work  done  by  the 
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repair  or  manufacturing  department  for  the  Bureau  of  Ek|uipment 
wul  be  done  as  directed  by  the  inspector,  according  to  plans  and 
specifications  supplied  by  him,  money  not  to  be  expended  without 
his  direction. 

(j)  He  shall  have  under  his  immediate  charge  the  drafting  force 
necessary  to  prepare  all  plans  needed  for  equipment  work,  toj^ther 
with  the  necessary  expert  technical  assistants  to  aid  him  m  the 
design  of  work,  preparation  of  estimates,  and  inspection  of  work 
done  for  the  equipment  department  by  tne  manu&cturing  depart- 
ment of  the  yanl. 

(it)  He  shall  have  imder  him  the  necessary  force  for  the  inspection 
of  all  items  under  cognizance  of  equipment. 

(J)  He  shall  prepare  requisitions  for  material  needed  by  the  manu- 
facturing department  to  conduct  equipment  work.  Such  material 
shall  be  required  according  to  specifications  of  the  Bureau  of  Equip- 
ment. 

(m)  He  shall  have  charge  of  the  equipment  allowance  books  and 
shall  make  recommendations  to  the  Bureau  of  Equipment  for  changes 
in  them  when,  in  his  opinion,  such  changes  will  promote  efficiency. 

(n)  He  shall  have  charge  of  the  coaling  plant,  water  barges,  supply 
water,  and  have  charge  of  the  wireless  station  connected  with  thb 
yard. 

Appendix  A. 

1005.]  (B.  O.  0227-^.] 

Nayt-Yabd,  Nbw  Yobx, 

Febnuary  11, 1909. 

Mbmoranduv  pob  Inspbctob  op  Equifmbnt. 

1.  It  is  noted  that  you  have  been  acting  on  inspection  calls  for  ordinary  supplies 
since  the  Ist  instant,  as  soldering  pots,  tableware,  rubber  tubing,  momie  cloth,  Knaki 
cloth,  thermometers,  hard  rubber,  voltmeters,  perikon  detectors,  sounding  tubes, 
magnet  wire,  water-tight  bells  ana  buzzers,  switches,  telephone  head  gears,  etc.,  in 
accordance  with  my  reouest  that,  for  the  time  bein^,  until  matters  coum  be  strai^t- 
ened  out,  that  officers  formerly  assigned  to  inspection  calls  continue  to  do  so.  The 
principal  technical  assistant  is  now  prepared  to  handle  this  work^  and  you  are  informed 
that  tne  inspection  of  ordinary  supplies  will  hereafter  be  earned  on  bv  the  force  of 
the  principal  technical  assistant,  m  accordance  with  third  paragrapn  of  General 
Order  No.  9. 

Wm.  J.  Baztbb, 


Naval  Constructor^  U.  8,  Navf/, 
Principal  Technical  AuuU 


Principal  Technical  AttuUmi, 

[Flist  IndoiBsment.] 

Navt-Yabd,  Nbw  York, 

Febrwary  It,  1909. 

1.  Respectfully  forwarded  to  the  commandant,  contents  noted. 

2.  It  is  observed  that  a  laroe  number  of  the  items  enumerated  in  attached  memo- 
randum are  articles  not  usea  for  manufacturing  purposes  at  this  station,  but  are 
inspected  for  the  naval  supply  fund  for  issue  and  anipment  to  naval  vessels  as  required. 

3.  Instructions  are  requested. 

W.  J.  Mazwbll, 
ImpectOT  of  EquipnwfU. 

Ptoond  IndoiwiDsiit.] 

Natt-Yabd,  Nbw  Yobx, 

February  tO,  1909. 
1.  Respectfully  returned  to  the  inspector  of  equipment,  via  the  general  storekeeper, 
who  will  in  future  send  inspection  calls  for  the  items  noted  herein  (excepting  sound- 
ing tubes)  to  the  manager. 

21396—10 ^16 


Digitized  by  VjOOQ  IC 


226     PBOP08ED  BBOBGANIZATIOK  OF  KAVY  DSPABTMEHT. 

2.  Ab  a  rale  caUa  covering  catliiiary  materials,  iupi^ief,  Biadi]n6a»  and  ap^knots 
will  be  sent  to  the  manager,  who  employs  the  necessary  force  to  inspect  tMii.  All 
odls  covering  instruments  of  navigation,  wireless  communication,  and  survey  will 
be  sent  to  the  inspector  of  equipment.  Other  calk  for  instruments  pertaining  to 
oidnance  and  yards  and  docks  will  be  sent  to  the  respective  inspectors. 
Return  papen. 

QooDai<»,  Oommandani, 
[ThlM  Indorssmant.) 

Navt-Yasd,  Nsw  Yobs, 

February  tS,  1909. 
1.  Copied  and  respectfully  forwarded  to  the  inspector  of  equipment;  contents 
noted. 

RtAR  PnAan. 
(Fourth  iadommflBl.] 

Navt-Yabb,  Nbw  Yobk, 

February  t6, 1909. 
1.  Respectfully  letumed  to  the  commandant;  oontents  noted. 

W.  J.  MazwelLi 
IrupecUn'  e/  E^pmeni, 


AmNDix  B. 
l«Ml.] 

Navt-Yabd,  Nbw  Yobk, 

F^brtury  6, 1909. 

Snt:  Your  duties  as  inspector  of  equipment  at  this  navy-yard  will  include  the 

inspection  of  all  work  on  vessels  under  construction  or  on  vessels  out  of  commission 

ana  imdexgoin^  repairs  under  the  cognizance  of  the  Bureau  of  Eouipment,  and  aa 

generally  descnbea  in  paragraphs  2  and  S,  article  5.  United  States  Navy  Regulati<»0. 

2.  In  addition  thereto,  your  duties  will  include  tne  inspection  of  all  work  on  board 
such  vessels  as  is  not  specified  in  the  instructions  to  the  inspectors  of  ordnance  and 
machinery;  and  the  furnishing  to  the  principal  technical  assistant  of  helpful  criticisms 
and  suggestions  based  upon  vour  experience  as  a  seagoing  officer.  Without  particu- 
larizing^ you  will  perceive  tnat  questions  affecting  the  habitability  of  the  ship,  the 
convemences  and  arrangements  for  the  carrving  on  of  the  OTdinary  work  and  loutina 
of  a  man-of-war,  etc.,  wul  gain  much  througn  your  study  and  the  naval  service  will  be 
proportionately  benefited. 

3.  There  can  be  no  sharply  drawn  line  of  demarcation  between  your  territory  and 
the  territories  of  the  inspectors  of  ordnance  and  machinery,  nor  is  it  desirable  to  draw 
one.    It  is  better  that  your  inspections  should  overlap  rather  than  fail  to  meet. 

4.  You  will  inform  the  principal  technical  assistant  immediately  when,  in  ^our 
judgment,  the  planning  or  the  execution  of  this  work  may  be  improved  upcm.  Differ- 
ences of  opinion  not  capable  of  adjustment  will  be  reported  to  ihe  commandant. 

5.  It  is  particularly  incumbent  upon  the  inspector  of  equipment  to  report,  in  season, 
anything  that  he  may  believe  can  be  advantageously  omitted  from  the  ships  in 
question. 

6.  Copies  of  the  instructions  given  the  inspectors  of  ordnance  and  machinery  are 
inclosed. 

Very  respectfully,  C.  F.  Goodbich, 

Rear'Admvral,  U,  S.  Navy, 
Commandant  Navy-  Yard  and  Station. 
The  Inspbctob  or  Equipicbnt, 

Navy-  Yard,  New  York. 


DlSPARTMXKT  OF  THE  NaVY, 

Bureau  of  Equipment, 
Washington,  D.  C,  April  19, 1909. 

INFORMATION  OBTAINED  FttOM  TttE  mSPECTOR  OF  EQUIPMENT,  NAVY- 
YARD,   PHILADELPHIA,   PA. 

1.  The  Kansas  and  Georgia  axe  under  repairs  at  this  yard. 

2.  The  total  number  of  men  emi>loyed  is  about  1,400. 

3.  The  force  employed  by  equipment,  when  a  department,  was 
about  150 — 25  sail  loft,  15  riggers,  about  100  mechanical  department 
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(coppersmiths,  Maeksmitfas;  platers,  and  a  large  part  of  the  f(»*ce 
electrical). 

4.  As  yet  there  has  been  no  occasion  to  inspect  galleys  at  this  yard, 
but  if  reauired  probably  the  same  man  could  be  employed  who 
formerly  aid  it.  He  has  been  employed  for  the  inspection  of  dish- 
washers.   This  man  is  obtained  by  requisition  on  the  manager. 

6.  When  canvas  was  received  here  the  sample  was  sent  to  New 
York  for  test,  pulling  and  chemical;  the  sailmaker  inspects  for  ma^ 
terial,  the  boatswain  for  quantity.  Since  the  reorganization  no 
case  has  come  up  requiring  inspection  of  canvas,  but  if  it  did  the 
inspection  would  probably  be  made  as  described  above. 

6.  The  boatswain  inspects  rigging,  and  would  be  used  for  the  in- 
spection of  canvas  for  naval  supply. 

7.  For  directing  adjusting  and  testing  compasses  the  same  man 
would  be  employ^  as  would  be  used  under  the  departmental  system. 
He  would  be  obtained  by  the  inspector  of  equipment  upon  appUca- 
tion  to  the  manager. 

8.  For  repairs  to  nautical  instruments  the  same  man  who  did  the 
work  under  the  departmental  system  would  be  obtained  by  requisi- 
tion on  the  mana^r. 

9.  Inspection  of  compass  fittings,  including  binnacles,  tripods, 
and  other  appendages,  snips'  compasses:  No  occasion  has  yet  arisen 
for  then*  inspection.  The  location  of  compasses  would  be  determined 
by  the  equipment  ofiicer  and  installation  made  bv  the  force  obtained 
from  the  manager.  Logs  and  other  apparatus  for  measuring  ship's 
way,  leads  and  other  apparatus  for  taking  soundings,  come  from  tne 
New  York  navy-yard  airect  to  the  general  storekeeper. 

10.  Lanterns  and  lamps  and  other  oil  illuminating  apparatus  also 
come  from  New  York,  where  they  have  been  inspected. 

11.  The  inspector  has  no  assistants  for  the  inspection  of  plans  for 
electrical  installation  on  ships  in  commission.  He  has  nothmg  to  do 
with  ships  in  commission  under  repair. 

12.  For  making  high  potential  tests  and  tests  for  continuity  of 
electrical  installations:  Tnese  tests  will  be  made  under  the  manager. 
At  present  the  inspector  could  not  go  down  to  the  ship.  The  ship's 
officers  will  supervise  test  work.  * 

13.  No  occasion  has  yet  arisen  for  testing  generating  sets. 

14.  For  testing  searchlights  on  the  Kansas  the  same  man  was  em- 
ployed to  conduct  the  test  who  did  it  under  the  departmental  system. 

15.  The  inspector  has  no  personal  touch  with  the  work  of  in- 
stallation. Formerly  he  had  control  of  it.  He  does  not  receive  any 
inspection  caD  in  case  electrical  fixtures  are  received  by  the  general 
storekeeper.  The  only  inspection  caD  signed  by  the  inspector  was 
one  for  a  searchlight. 

16.  No  electrical  specifications  are  made  at  this  yard. 

17.  On  ships  in  commission  the  instaDation  of  interior  and  exterior 
signaling  communication  and  other  equipment  electrical  appUances, 
inspection  would  be  made  by  the  ship's  (^cers. 

18.  Ships  in  ordinary  were  looked  out  for  by  the  equipment  officer 
under  the  departmental  system.  At  present  the  manager  has  entire 
control  of  them.  There  is  only  a  ship's  keeper  on  them.  The  engi- 
neer has  to  turn  the  engines  over  periodically. 

19.  If  the  bureau  desired  to  have  certain  tests  carried  out  and  a 
report  thereon,  or  to  have  certain  plana  made,  the  inspector  would 
have  to  call  on  the  manager  for  assistant  draftsmen. 
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20.  The  present  method  of  doing  the  work  is  not  expeditious. 

21.  The  clerical  force  attached  to  the  office  comprises  one  stenog- 
rapher. There  is  no  drafting  force.  If  the  inspector  desires  a  mes- 
senger he  has  to  telephone  to  the  manager. 

22.  As  yet  the  question  of  inspection  of  instruments  receired  by 
the  general  storekeeper  has  not  come  up. 

23.  The  assignment  of  duties  in  the  manufacturing  department  is 
as  follows: 

Naval  Constructor  Stahl:  In  general  charge  of  department;  also  in 
direct  charge  of  all  yards  and  docks  work  und!er  appropriation 
''Public  works.'' 

Assistant  Naval  Constructor  Gleason:  Member  of  board  of  labor 
employment,  paint  board,  etc.  Makes  reports,  recommendations, 
ana  estimates  for  all  ships  relative  to  work  under  the  cognizance  of  the 
Bureau  of  Construction  and  Repair,  equipment  and  ordnance.  In 
direct  charge  of  execution  6f  all  work  on  the  Kansas. 

Assistant  Naval  Constructor  Richardson:  Assists  Mr.  Gleason  in 
connection  with  work  on  the  Kansas.  In  direct  charge  of  execution 
of  all  work  on  Georgia. 

Assistant  Naval  Constructor  Reed:  In  charge  of  shops  and  machin- 
ery plant,  central  tool  plant,  shop  management^  nre  protection, 
yards  and  docks  work  under  appropriation  ' '  Repairs  ana  preservan 
tion''  and  ''Maintenance."  In  direct  charge  of  execution  or  all  work 
on  Indiana^  Columbiaj  and  Minneapolis. 

Assistant  Naval  Constructor  van  Keuren:  Makes  reports,  recom- 
mendations, and  estimates  for  all  ships,  relative  to  work  under  the 
cognizance  of  the  Bureau  of  Steam  Engineering.  In  chaise  of  prepa- 
ration of  outfit  for  ships  building  under  contract.  In  charge  of 
execution  of  all  work  on  army  dredge  Delaware. 

Chief  Carpenter  Bumham.:  Inspection  of  all  material  received; 
surveying  officer  of  the  department.  Examinations  for  quartermen 
and  leadingmen. 

Carpenter  Pullen:  In  charge  of  care  and  preservation  of  construc- 
tion and  repair,  equipment  and  ordnance,  work  on  ships  in  ordinary; 
accident  cases.  Assists  Mr.  Bumham  in  inspections.  Examination 
of  apprentices. 

Carpenter  Feaster:  Assistant  to  Mr.  Gleason  and  Mr.  Richardson; 
in  charge  of  construction  and  repair  and  equipment  work  on  yard 
craft;  in  charge  building  coal  barges. 

Carpenter  Crockett:  Assistant  to  Mr.  Reed. 

Warrant  Machinist  Hosung:  Assistant  to  Mr.  van  Keuren.  In 
charge  of  steam  engineering  work  on  yard  craft.  Assistant  to  Mr. 
Gleason  for  steam  engineering  work  on  Kansas. 

Warrant  Machinist  Hawley:  Assistant  to  Mr.  van  Keuren.  In 
charge  of  care  and  preservation  of  steam  engineering  work  on  ships 
in  ordinary.  Assistant  to  Mr.  Richardson  for  work  on  tJie  Georgia. 
Quarterly  inspection  of  steam  generators. 

24.  The  inspector  of  equipment  has  not  the  assistance  or  the  coop- 
eration of  officers  detailed  from  ships  in  commission  as  inspectors. 
The  Secretary  of  the  Navy  forbids  it.  The  bureau  authonzed  the 
inspectors  to  report  to  the  inspector  of  equipment.  The  inspectors 
work  under  their  captain. 

25.  The  present  office  force  is  sufficient  for  carrying  out  the  present 
duties  of  tne  inspector.    He  has  nothing  to  do. 
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16.  To  carry  out  the  provisions  of  parap-aph  5,  Navy  Regulations. 
Older  the  system  of  reorganization,  in  which  the  labor  is  consolidatea 
under  the  manager  and  tne  inspectors  carry  through  their  work,  each 
his  own  work  under  his  own  bureau,  and  is  responsible  for  this  work  in 
all  branches,  design,  execution,  and  cost,  tne  inspector  would  not 
need  any  considerable  personal  staflF.  The  designing  would  be  done 
in  the  general  drafting  room.  Three  clerks  and  a  messenger  would, 
perhaps,  be  sufficient. 

27.  Snould  electrical  appliances  be  manufactured  in  the  yard,  they 
would  be  turned  in  when  completed  to  the  general  store,  and  the 
general  storekeeper  would  request  inspection  hj  the  inspector  of 
equipment.  As  yet  the  equipment  inspector  has  not  received  any 
notice  to  make  such  inspection. 

28.  Papers  for  fire  control  pass  through  the  inspector.  The  inspec- 
tor has  nothing  to  do  with  the  execution  of  the  plans.  The  manager 
gets  instructions  from  the  chief  of  bureau. 

29.  All  public  correspondence  through  the  bureau  is  supposed  to 
pass  through  the  commandant. 

30.  Correspondence  from  the  Bureau  of  Equipment  goes  through 
the  commandant  to  the  equipment  inspector,  thence  to  the  manager. 

31.  As  yet  no  tracings  of  projected  equipment  installations  have 
been  submitted  to  the  inspector.  His  aavice  has  not  been  asked  on 
any  subject  whatever. 

32.  To  secure  coordination  in  work,  say .  with  the  inspector  of 
machinery,  the  inspector  of  equipment  woula  forward  plans  through 
him  to  the  manager. 

33.  Copies  of  shop  orders  connected  with  equipment  work  are  sent 
by  the  manner  to  tne  equipment  inspector,  except  in  the  case  of  job 
orders  covering  work  which  is  to  be  done  on  ships  in  commission. 

34.  Owing  to  the  congestion  of  papers  resulting  from  this  system, 
which  require  so  many  to  pass  over  the  managers  desk,  about  four 
days  are  required  on  an  average  for  corresponaence  to  pass  through 
the  manager  to  the  equipment  inspector. 

COMMENTS  OF  THE   OENEBAL   INSPECTOR  OF  EQUIPMENT. 

The  inspector  has  nothing  to  do  with  ships  in  commission  under 
repair. 

Inspector  has  received  no  inspection  call  for  electrical  appliances, 
except  some  searchlights  for  the  Kansas. 

Assistant  naval  constructor  makes  reports,  recommendations,  and 
estimates  for  all  ships  relative  to  work  imder  cognizance  of  equipment. 

Assistant  naval  constructor  in  charge  of  work  on  ships  in  ordinary. 

Inspectors  have  no  authority  and  are  consulted  to  such  an  extent 
as  the  manager  may  choose.  They  are  not  intended  to  have  any  part 
in  any  work  until  such  work  is  completed,  when,  if  the  completed 
work  does  not  satisfy  them,  it  might  be  impracticable  or  unduly 
costly  to  undo  it. 
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Questions  propounded  by  Captain  Newton,  U.  S.  Navy,  general. in- 
spector of  equipment,  in  his  investigation  as  to  the  present  con- 
(utions  and  needs  of  the  various  yards  as  concerns  tl^  Bureau  of 
Equipment,  in  pursuance  to  his  omers  from  the  Navy  Department, 
dated  April  1,  1909,  and  answ^^  Uiereto  by  Commander  John  G. 
Quinby,  U.  S.  Navy,  inspector  of  equipment  at  the  United  States 
navy-yard, 

NORFOLK,  VA. 

Afbil  15,  1909. 

Q.  1.  What  ships  are  under  repair  at  this  yard! 

A.  Work  is  bemg  done  now  on  the  Louisiaruif  Minnesotaj  and 
Virginia. 

Q.  2.  What  is  the  total  number  of  men  under  employm^it  at 
present  under  the  general  storekeeper  and  the  mana^r,  or  the  total 
number  of  the  force  in  the  yard! 

A.  About  3,000. 

Q.  3.  What  force  was  employed  in  equipment  when  it  was  a  de- 
partment, and  what  shops  did  you  have! 

A.  The  number  of  men  employed  ranged  from  170  to  190,  normal. 
We  had  a  rigging  loft,  a  sail  loft,  a  sheet-iron  shop,  a  galvanizing 
and  nickel-plating  shop,  a  foundry,  a  pattern  shop,  a  machine  shop, 
and  an  electrical  machine  Shop. 

Q.  4.  Whom  have  you  to  inspect  canvas  and  test  it,  and  who  in- 
spects the  quantity,  and  under  whose  supervision  is  this  inspection! 

A.  The  samples  of  canvas  are  sent  on  to  New  York  for  testing  there. 
I  do  not  know  who  inspects  the  C[uantity.  The  supervision  is  under 
the  manager  in  general,  and  I  think  is  subdivided  under  an  assistant 
naval  constructor. 

Q.  5.  Whom  have  you  to  inspect  canvas  that  has  been  made  xip  into 
awnings,  wind  sails,  etc. ! 

A.  1  inspect  those  things  after  they  are  put  upon  the  ship  myself. 
The  system  of  inspection  now  in  vogue  is  the  same  as  formerly,  ex- 
cept under  the  manager  instead  of  the  inspector  of  equipment. 

O.  6.  Whom  have  you  to  inspect  galleys,  dishwashers,  and  things 
of  tnat  sort! 

A.  I  have  no  cognizance  of  this,  according  to  instructions  appended 
hereto,  dated  February  13,  1909,  marked  ''Exhibit  E." 

Q.  7.  Whom  have  you  to  inspect  rigging! 

A.  The  boatswain  that  was  under  me  was  transferred  to  the  man- 
ager, and  he  does  the  inspection  of  rigging,  but  I  inspect  it  mysetf 
also. 

Q.  8.  Whom  have  you  for  correcting,  adjusting,  and  testing 
compasses! 

A.  I  do  it  myself.  I  have  no  force  for  this  work,  but  I  apply  to 
the  manager  for  any  force  necessary,  who  would  doubtless  supply 
me  with  my  old  men  if  still  employed  in  the  yard. 

Q.  9.  By  whom  are  the  same  repaired,  and  by  whom  inspected 
after  repaired! 

A.  All  those  that  have  previously  been  repaired  were  repaired  in 
the  shop.  I  know  of  no  repairs  of  this  nature  that  have  occurred 
since,  but  if  they  did  I  would  refer  them  to  the  manager. 

Q.  10.  Do  you  have  the  selection  of  navigation  mstruments  for 
different  classes  of  ships! 

A.  The  compasses  usually  come  down  from  Washington  direct  to 
the  ships. 
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Q.  11.  Do  you  have  the  inspection  of  signaling  flags  and  general 
product  of  a  nag  room! 

A.  We  have  no  flag  room.    They  all  come  down  from  New  York. 

Q.  12.  Whom  have  you  to  inspect  compass  fittings,  including 
binnacles,  tripods,  and  other  ^>pliances,  and  m  the  same  way  whom 
have  you  to  make  the  snnual  inspection  of  compasses  on  June  30? 

A.  Nobody  but  myself.  I  have  never  made  any  annual  inspecti<m 
ot  compasses.  The  compasses  in  use  on  the  yard  craft  are  not  avail- 
able for  this  purpose.  Those  for  ships  in  reserve  or  in  commission 
are  und^  theur  own  officers. 

Q.  13.  Whom  have  you  for  the  inspection  of  logs  and  other  aj^li- 
ancee  for  measuring  thie  ship's  speed! 

A.  I  have  no  one. 

Q.  14.  Whcmi  have  you  for  the  inspection  of  leads  and  sounding 
apparatus? 

A.  No  (me. 

(X  15.  Whom  have  you  for  the  inspection  of  lanterns  and  other 
applianoes  for  lighting  ships! 

A.  I  used  to  have  my  own  man  for  that,  and  if  necessary  I  would 
call  on  the  manager  for  the  same  man  to  do  it  now. 

Q.  16.  Whal;  assistants  have  you  for  the  ini^>ection  of  plans  for 
clectncid  installations  on  ships  under  repair! 

A.  The  f onner  electrician-draf tsmaa  with  ma  under  the  old  r6^me 
brinffs  the  djnawings  down  and  goes  over  them  with  me  at  my  office. 
I  dia  ask  for  an  electrical  expert  aid  and  had  odb,  using  <Mie  of  the  old 
draftsmen  for  this  purpose,  m  addition  to  other  duties,  but  by  order 
of  the  Secretary  of  the  If  avy  he  was  turned  over  to  the  drafting  force. 
I  have  recommended  an  assistant  conunissioned  officer  to  perform 
this  duty  in  connection  with  other  inspection  work. 

Q.  17.  Whom  have  you  for  making  high  potential  tests  and  tests 
for  continuity  in  cases  of  installations  on  board  ship! 

A.  It  was  the  chief  draftsman  under  the  old  regime  whom  I  used 
for  making  such  tests.  Now  those  tests  are  made  by  the  manager 
under  my  supervision,  using  the  electrical  expert  from  the  old  depart- 
ment of  yards  and  docks  or  the  dectrician  from  the  old  construction 
and  repair  office  for  this  purpose.  Such  tests  have  been  made  fre- 
quentlv  since  consolidation,  using  these  men.  Mr.  Dean,  the  former 
^ef  electrician,  was  qualified  for  installations  on  ship,  and  I  have  had 
no  trouble  with  recent  tests,  using  these  other  two  men. 

Q.  18.  Whom  have  you  for  the  testing  of  generating  sets  after 
mstallation! 

A.  Mr.  CountisS;  former  master  electrician  in  the  equipment  de- 
partment, conducts  the  electrical  end  of  these  tests,  the  steam  end 
Deing  conducted  under  my  supervision,  usin^  Mr.  Powell,  foreman  of 
the  electrical  machine  shop.  The  distribution  of  the  duties  of  the 
three  former  master  electricians  is  as  follows:  My  man  is  still  used  for 
installations  aboard  ship,  the  yards  and  docks  master  electrician  is 
used  for  yard  work,  and  I  do  not  know  what  are  the  duties  of  the  con- 
struction and  repair  man« 

a.  19.  Whom  have  you  for  the  testing  of  searchlights  after  in- 
ation! 

A.  (Answer  to  this  question  same  as  to  question  No.  18.) 

Q.  20.  What  have  you  for  the  inspection  of  electrical  fixtures  in 
general  and  in  order  to  learn  whether  or  not  they  comf^  up  to  the 
equipment  specifications? 
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A.  The  laboratorian^  Mr.  Hewlett,  and  he  refers  all  matters  in 
doubt  to  the  inspector  of  equipment.  I  very  often  used  Mr.  Dean  in 
addition  to  Mr.  Howlett. 

Q.  21.  What  facihties  have  you  for  making  equipment  specifica- 
tions for  electrical  apparatus  and  nonelectrical^ 

A.  I  used  to  make  them  by  using  Mr.  Dean.  Now  they  are  made 
out  by  the  manager  entirely,  and  I  think  he  uses  Mr.  Dean  and  some 
other  master  electrician  for  electrical  specifications,  and  for  nonelec- 
trical specifications  he  uses  Mr.  Dean  and  the  requisition  clerk,  who 
follow  out  the  standard  specifications  sent  down  by  the  department. 

Q.  22.  In  the  installation  of  interior  and  exterior  signal  communi- 
cation for  electrical  appliances,  what  assistants  have  you  to  perform 
the  duty  of  inspection  on  board  ships? 

A.  None.  I  suppose  the  master  electrician  who  performs  that 
work  on  board  ship,  or  the  leading  man,  his  representative  on  board, 
sees  that  done,  and  the  final  test  outs  show  whether  it  is  properly 
done  or  not.  For  this  purpose  I  have  asked  for  a  subinspector  to 
follow  this  work  out  since  consohdation,  but  I  have  been  unable  to 
get  anybody.  So  far  this  work  has  been  done,  as  far  as  possible,  by 
the  inspector  himself.  When  ships  are  in  commission,  the  different 
heads  of  departments  report  to  the  inspectors  at  the  yard  for  duty  as 
assistant  inspectors.  It  is  the  duty  of  these  assistant  inspectors  to 
follow  up  the  different  job  orders  and  see  the  work  properly  per- 
formed. Any  improper  performance  of  this  duty  would  be  reported 
to  the  inspector  of  equipment  or  the  other  inspector  concerned,  who 
would  take  the  matter  up  with  the  manager.  These  assistant  in- 
spectors and  the  inspector  himself  are  authorized  at  anv  time  to  stop 
work  for  sufficient  reason,  calling  in  the  inspector  and  the  manager 
as  soon  as  possible. 

For  a  ship  in  ordinarv  the  inspector  would  have  to  visit  the  ship 
himself  unless  he  had  tne  services  of  a  subinspector,  and  this  has 
been  the  method  used  at  this  yard. 

The  system  employed  here  for  job  orders  on  board  a  ship  in  com- 
mission is  shown  oy  the  appended  card,  marked  '*  Exhibit  A."  The 
manager  issuing  a  job  order,  a  copy  is  sent  to  the  inspector  of  equip- 
ment and  recorded  on  the  card  in  question.  Another  copy  is  sent  to 
the  officer  concerned  on  board  ship.  These  cards  are  sent  down  to 
the  ship  from  the  inspector  of  equipment's  office  and  initialed  by  the 
officer  whose  duty  it  is  to  follow  this  particular  job  out.  The  in- 
spector of  equipment  then  knows  who  to  see  in  regard  to  any  |ob 
order  on  board  the  ship,  and  all  his  work  on  board  sInn  in  commission 
is  with  that  officer  in  respect  to  that  one  job  order.  Ijie  approximate 
percentage  of  completion  is  obtained  from  that  officer  from  time  to 
time,  ana  if  it  does  not  agree  with  the  weekly  report  of  repairs,  that 
question  is  at  once  taken  up  with  the  manager.  All  complaints 
about  job  orders  are  referred  by  the  assistant  inspector  on  board  ship 
to  the  inspector,  who  takes  the  matter  up  with  the  manager.  The 
original  joD  orders  are  filed  similarly  in  the  inspector's  office,  and  when 
the  job  is  reported  completed,  by  either  the  manager  or  assistant 
inspector,  the  work  is  inspected  by  the  inspector,  together  with  the 
ship's  officer,  and  if  completed  and  satisfactory,  the  original  job  order 
card  is  O.K.'ed  and  returned  to  the  manager. 

As  regards  a  ship  in  ordinary,  I  have  to  attend  to  the  work  myself 
in  the  absence  of  an  assistant  or  subinspector. 
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Q.  23.  For  the  maintenance  of  the  above — that  is,  the  electrical 
installation — ^what  have  you  for  carrying  out  the  provisions  of  Navy 
Regulations,  1590? 

A.  No  occasion  for  this,  the  Iowa  being  the  only  ship  placed  in 
ordinary  previous  to  consolidation,  and  r^ulations  were  carried  out 
in  respect  to  her. 

(Q.  24  not  asked.) 

6.  25.  If  the  bureau  desires  you  to  have  certain  tests  carried  out 
anci  report  thereon  and  have  certain  plans  made  showing  any  elec- 
trical apparatus,  what  facilities  have  you  for  performing  that  dutyt 

A.  Tne  order  of  the  yard  is  to  call  on  the  manager  for  any  assist- 
ance needed  for  carrying  out  such  experiments,  or  on  the  manager's 
drafting  office  for  making  any  drawmgs,  and  this  system  has  Been 
carried  out  here.  It  is  not  done  as  ez{)editiously  as  formerly,  owing 
to  the  dispersement  of  the  office,  but  in  the  same  building  where! 
could  spend  more  time  in  the  drafting  room  I  would  have  no  objec- 
tion to  this  system.  In  this  yard  there  is  a  woeful  want  of  draftsmen 
in  all  departments,  and  it  might  be  difficult  to  obtain  the  proper 
draftsmen  to  perform  a  certain  work  in  a  certain  sudden  call. 

Q.  26.  What  information  do  you  receive  concerning  tests  (a)  of 
wire;  (h)  of  electrical  apparatus  in  general,  which  is  tested  in  the 
laboratory;  (e)  conduit  and  conduit  fitting. 

A.  (a  and  h)  Formerly  I  used  to  sign  all  reports  of  inspection  for 
material  in  equipment.  Since  consolidation  I  nave  signed  none,  and 
none  would  come  to  me  except  in  case  of  failure  to  meet  specification. 
I  receive  no  notice  of  any  material  coming  under  the  cognizance  of 
the  Bureau  of  Equipment,  and  know  of  no  such  receipt  until  after 
the  articles  are  installed  on  board  ship.  The  want  of  tnis  receipt  of 
material  would  be  drawn  to  my  attention  only  by  the  stopping  of 
work  reauiring  such  material. 

The  cnaiging  of  storage  batteries  on  submarines  in  ordinary  was 
personally  superintended  by  me,  and  arrangements  made  for  proper 
supervision  of  this  hj  the  lormer  master  electrician  of  construction 
and  repair.  The  ships  were  inunediately  put  in  commission  in 
reserve,  the  officers  to  command  them  being  assigned  to  duty  in  the 
yard,  which  gave  them  better  care  than  they  would  otherwise  get, 
out  the  repaurs  not  being  completed,  the  supervision  was  under  the 
direct  chaise  of  the  inspector  of  equipment,  as  the  commanding 
officers  of  the  vessels  in  reserve  did  not  wish  to  assume  the  responsi- 
bility until  after  the  final  and  satisfactory  tests  were  made.  The 
submarines  of  the  yard  in  commission  are  under  the  same  conditions 
as  other  vessels  in  commission. 

(c)  I  receive  no  information  in  regard  to  the  inspection  of  conduit. 

Q.  27.  On  what  data  can  you  base  suggestions  as  to  changes  or 
modifications  in  issuing  specifications? 

A.  I  have  no  source  of  mformation  except  such  as  I  might  unearth 
in  my  own  inspection. 

Q.  28.  Referring  to  paragraph  5  of  Navy  Regulations,  how  is  the 
bureau  to  make  specincations  as  to  the  character  and  type  of  elec- 
trical appliances  unless  it  has  the  assistance  of  a  laboratoiy  ? 

A.  Omy  through  the  report  of  officers  at  sea,  under  whose  care 
such  electrical  installations  are,  and  such  source  of  information  would 
exist  under  the  old  regime. 

Q.  29.  Under  the  departmental  system,  what  tests  was  the  labora- 
tory capable  of  making? 
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A.  We  could  test  wire,  electrolyte,  rubber  insulation,  paint  insula- 
tion; could  detennine  electrolysis  taking  place  in  difFerent  installa- 
tions;  and  such  tests  were  made  from  time  to  time  and  reports  made 
on  them. 

Q.  30.  Of  the  items  tested  at  the  laboratory,  which  bureau  has  the 
widest  field? 

A.  Supplies  and  Accounts;  then  comes  Construction  and  Repairi 
Steam  Engineering,  Equipment  and  Ordnance. 

There  was  veiy  little  work  for  a  laboratorian  here,  most  of  the  test- 
ing bein^  done  m  the  New  York  yard,  and  equipment  officer's  tag 
showing  inspection  had  taken  place  in  New  York  was  accepted. 

Q.  31.  In  the  matter  of  havmg  test  work  done,  who  has  the  direct 
regulation  of  the  order  in  which  the  tests  are  made? 

A.  Formerly  the  equipment  officer,  now  the  manager. 

Q.  32.  How  does  equipment  inspector  have  work  done  em>w1 

A.  By  memorandum  request  on  the  manager. 

Q.  33.  Is  it  done  as  expeditiously  as  fonnerly?    If  not,  whyt 

A.  Yes;  I  think  so. 

Q.  34.  Please  enumerate  the  specifications  which  have  been  writ^ 
ten  here  by  order  of  the  bureau? 

A.  The  only  specification  that  has  come  from  this  yard  was  made 
from  a  series  of  tests  on  paints  for  surface  conducti'dty  of  painted 
wood  work  in  connection  with  the  wireless  tower  installed  here, 
which  specification  resulted  in  applying  for  a  paint  made  by  the  Gien* 
eral  Electric  Company,  known  by  No.  — . 

Then  we  made  out  specification  for  a  light  truck  light  to  ref^ace 
heavy  standard  one  placed  on  board  the  PatuxetU,  resulting  in  a 
saving  of  about  50  per  cent  in  weight. 

All  the  other  specifications  came  from  New  York  or  from  Wariiing* 
ton  direct.     None  have  been  made  since  the  consolidation. 

Q.  36.  What  clerical,  drafting,  or  expert  force  have  you  at  present 
to  assist  you? 

A.  The  former  chief  clerk  and  a  messenger,  the  former  chief 
clerk  keeping  all  the  files  which  are  considered  necessary,  and  su^ 
drawings  as  are  for  the  information  of  inspection  of  ships  under 
repairs  at  the  yard. 

Q.  36  (a).  Is  this  force  sufficient  under  the  present  system? 

A.  No;  it  is  not.  The  present  force  should  consist  of  the  present 
clerk,  a  stenograpger  and  typewriter,  an  expert  electrical  aid,  and  one 
or  two  subinspectors  for  outside  work. 

The  subinspectors  to  follow  up  the  job  orders  on  ships  in  ordinary 
and  undergoing  extensive  repairs  out  of  commisaon,  and  superin- 
tend repairs  on  dynamo  engines  and  other  electriosl  installatum  in 
the  ships,  such  as  repairs  to  searchlights,  compasses,  etc.  The  yard 
being  spread  over  a  considerable  area  and  shops  located  without  due 
regard  to  distances  will  more  than  keep  these  men  fully  occupied  in 
having  a  certain  standard  of  work  done  in  the  shops — one  inspector 
devotmg  liis  time  to  the  shops,  the  other  to  work  on  the  ships. 

The  electrical  expert  aid  would  devote  his  time  to  the  drafting 
room,  and  such  electrical  tests  as  will  be  continually  oomii^  before 
the  inspector.  In  this  connection,  the  services  of  an  assistant  in- 
spector, a  commissioned  officer,  will  be  very  valuable  and  expedite 
the  completion  of  work. 

Q.  36  (ft).  What  arrangement  is  made  to  secure  inspecticm  of  in- 
struments received  into  general  store? 
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A.  None  liave  been  received  as  jet. 

Q.  36  (c).  Have  any  civilian  aids  been  taken  on  to  perform  the 
duties  which  formerly  were  performed  by  tlie  inspector  of  equipment, 
or  have  they  been  taken  on  to  perform  the  duties  of  naval  construct- 
OTB  now  assigned  to  equipment  duties? 

A.  They  have  taken  over  in  bulk  all  the  assistants  I  had,  and  they 
are  using  them  in  very  much  ^e  same  way  that  I  used  them.  There 
is  no  economy  whatever. 

My  time  is  taken  up  with  my  present  duties  owing  to  the  wide  dis- 
persion of  the  diflFerOTt  shops  at  the  yard.  Under  ordinary  circum- 
stances I  could  not  ^ive  the  proper  supervision  to  tlie  different  work 
on  the  ships  in  ordmary  and  undergoing  repairs.  For  the  present 
time  the  work  has  been  suspended  on  all  the  ships  except  the  three 
battle  ships  in  commission  in  the  yard,  on  which  snips  there  is  a  ^reat 
amount  or  local  inspection  by  the  officers  interestea  in  the  repairs  to 
the  ships. 

Q.  36  (d).  Referring  to  paragraph  (m)  of  the  memorandum  of 
February  18,  how  is  the  inspector  of  equipment  notified?  Are  the 
comments  of  the  inspector  of  equipment  needed?  Does  the  manager 
consult  with  the  inspector  in  preparing  estimates  of  time  and  cost, 
and  transmitted  by  the  inspector  to  the  commandant? 

A.  Requests  for  work  on  a  ship  in  commission  at  the  navy-yard  are 
sent  by  the  commanding  officer  to  the  manager,  who  is  supposed  to 
refer  such  requests  to  iSie  inspector  of  equipment  for  recommenda- 
tion. The  course  pursued  at  this  yard  is  for  the  inspector  of  equip- 
ment to  visit  the  snip  with  his  copy  of  this  request  for  work,  and  go 
over  the  work  in  detail,  either  witn  the  commanding  officer  or  with 
the  commanding  officer  through  one  of  his  subordinate  heads  of 
departments.  The  desirabihty  and  necessity  for  this  work  is  com- 
mented upon  in  each  item  by  the  inspector,  and  referred  to  the  man- 
ager through  the  commandant.  I  know  of  no  case  in  which  the  rec- 
ommendation of  the  inspector  has  not  been  carried  out. 

After  the  manager  gets  this  letter  back  with  the  comments  of  the 
inq>ector.  estimates  are  prepared  for  the  work  by  the  manager  and 
sent  to  tne  bureau  throi^h  the  inspector,  w^ho  initials  the  letter  as 
having  passed  through  his  hand;  but  imder  the  present  conditions 
the  inspector  of  equipment  has  no  means  of  veiifying  the  estimates  or 
knowing  whether  they  be  excessive  or  not,  aiMi  usudly  his  initials  on 
the  estimates  simply  means  that  they  have  passed  through  his  hands. 

Q.  36  (e).  Is  paragraph  (p)  of  memorandum  of  February  18  car- 
ried out? 

A.  Yes. 

Q.  36  (/).  Please  describe  the  system  which  is  at  present  in  force  at 
this  yard  as  interpreted  from  orders  which  you  have  received  ? 

A.  See  copies  appended  (Exhibit  C,  D,  G). 

Q.  37.  Have  you  the  assistance  or  cooperation  of  officers  detailed 
for  shms  to  act  as  inspectors  of  work  done  on  board  of  their  ships  ? 

A.  Refer  to  previous  answer  (p.  7). 

Q.  38.  Do  you  have  the  direction  of  work  under  cognizance  of  the 
Bureau  of  Equipment? 

A.  I  do  not,  except  in  wireless  matters. 

Q.  39.  Since  the  consolidation,  do  you  know  of  any  work  done  in 
the  way  of  manufacture  of  electrical  Appliances,  i.  e.,  iimction  boxes, 
switches,  receptacles,  etc.?  Have  you  inspected  tnem?  Is  such 
work  done  by  men  who  have  done  that  work  before? 
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A.  Yes.  Such  articles  have  been  manufactured  by  the  same  men 
who  made  them  before,  and  they  have  been  inspected  by  me. 

Q.  40.  Please  describe  in  general  terms  the  organization  as  it 
stands  at  this  yard. 

A.  When  the  order  went  into  effect,  all  the  outstanding  job  orders 
which  had  been  issued  previous  to  the  consolidation  were  listed,  with 
the  percentage  of  work  done  and  money  expended  on  each  job  order, 
together  with  the  original  estimate,  and  turned  over  with  all  foremen, 
draftsmen,  machine  shop,  and  all  correspondence,  together  with  such 
clerks  as  could  be  spared,  to  facilitate  the  consolidation  and  render 
such  assistance  to  tne  general  manager  as  was  possible.  Only  such 
personal  assistants  were  retained  by  the  inspector  of  equipment  and 
other  inspectors  as  were  actually  required.  The  heads  of  depart- 
ments then  reported  in  writing  to  the  commandant  for  such  diities 
as  the  commandant  might  assign.  Copies  of  these  letters  reporting 
for  duty  and  the  corresponding  answers  from  the  commandant  are 
appended.  The  offices  were  then  moved  into  the  building  occupied 
by  the  commandant,  with  the  exception  of  the  general  storekeeper, 
medical  officer,  ana  the  manager.  The  inspector  of  equipment 
retained  with  him  one  of  his  draftsmen  as  electrical  expert  aid,  but 
this  very  necessary  assistant  was  afterwards  taken  from  him  by  an 
order  from  the  Secretary  of  the  Navy  and  turned  over  to  the  mana- 
ger's drafting  force.  Ine  amount  of  inspection  for  the  next  three 
weeks  then  became  simply  the  carrying  on  of  work  which  had  pre- 
viously been  estimated  on  and  for  which  job  orders  had  been  issued 
by  the  inspector  as  head  of  department.  Very  seldom  were  addi-; 
tional  job  orders  issued,  and  in  many  instances  some  of  the  older 
job  orders  were  canceled  by  instruction  from  Washington.  This 
work  of  inspection  necessitated  frequent  absences  from  the  office  of 
the  inspector  in  visiting  the  various  ships  and  relocating  the  shops 
where  work  was  being  done.  Just  before  the  arrival  of  the  battle- 
ship fleet  most  of  these  job  orders  were  nearing  completion  in  order 
to  prepare  the  way  for  the  arrival  of  the  battle  ships  at  the  yard. 
When  the  battle  ships  arrived  at  the  yard  orders  from  Washington 
made  work  on  the  battle  ships  paramount,  and  stopped  work  on  the 
various  ships  in  ordinary  and  undergoing  repairs,  smce  which  time, 
these  battle  ships  being  in  commission,  the  whole  work  of  the  yard 
has  been  carried  on  in  the  manner  stated  in  answer  to  previous  ques- 
tions, being  inspected  entirely  by  ships'  officers,  the  inspector  being 
the  chief  inspector  to  a  number  of  assistant  inspectors  on  the  various 
ships,  who  made  report  to  him  and  through  him  to  the  manager  and 
the  commandant.     This  status  of  affairs  still  exists. 

The  amount  of  money  allowed  each  month  at  the  disposal  of  the 
manager  for  equipment  work  is  not  known  officially  to  trie  inspector 
of  equipment.  The  amount  of  money  required  on  a  different  job 
order  is  only  known  through  the  estimates  sent  in  from  time  to  time. 
The  amount  of  money  expended  is  not  known,  and  is  all  a  matter 
under  the  total  and  sole  cognizance  of  the  manager,  who  submits  his 
expenditures  to  the  bureau  at  Washington.  The  inspector  of  equip- 
ment having  no  clerical  force,  is  not  interested  in  the  expenditure  of 
equipment  money.  It  would  be  impossible  for  the  mspector  of 
equipment  to  note  any  excessive  expenditures  of  equipment  money 
in  the  organization  of  this  yard.  Tne  books  of  the  manager  are  of 
course  open  to  his  inspection,  but  it  would  be  impossible  for  the 
inspector  to  keep  in  such  close  touch  with  expenditures  in  equip- 
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ment  at  the  yard  as  to  be  able  to  state  whether  the  money  was  being 
wasted  or  not.  Occasionally  rumors  of  excessive  cost  on  various 
articles  are  to  be  heard,  but  there  is  no  one  person  who  could  devote 
his  time  to  tracing  up,  verifying,  or  disproving  such  rumors. 

Q.  41.  Since  the  concentration  of  the  drafting  force,  has  it  been 
possible  for  the  bureau  to  have  its  orders  executed  expeditiously! 

A.  It  has  been  possible  to  have  the  drawings  made  expeditiously 
as  far  as  the  draf tiog  force  at  the  disposal  of  the  manager  was  capable, 
the  same  drafting  rorce  formerly  used  in  the  equipment  being  used 
for  this  purpose.  The  chief  draftsman  being  thoroughly  familiar 
with  the  work,  has  always  produced  the  drawings  in  exceptionally 
quick  time — practically  about  the  s^me  time  as  before.  In  this 
respect  consolidation  has  simply  been  a  change  of  location. 

Cl  42.  Through  what  channels  does  correspondence  from  the 
equipment  inspector  to  the  bureau  passt 

A.  Solely  tm'ough  the  commandant. 

Q.  43.  Through  what  channels  does  correspondence  from  the 
bureau  of  eauipment  to  the  inspector  pass? 

A.  The  plan  adopted  at  this  yard  is  as  follows:  Upon  the  receipt 
of  mail  in  the  commandant's  office  the  original  is  manifolded  m 
the  commandant's  office.  A  copy  of  this  is  sent  at  once  to  the 
manager  and  a  copy  or  copies  sent  to  the  diflFerent  inspectors  con- 
cerned. It  reaches  me  more  expeditiously  than  formerly,  owing  to 
the  fact  that  my  office  is  nearer  the  commandant's.  It  also  reaches 
the  manager  quicker  than  formerly. 

Such  letters  as  the  inspector  <toes  not  consider  necessary  for  his 
own  personal  file  are  eventually  destroyed,  the  files  in  the  keeping 
of  the  inspector  being  made  as  small  and  as  Uttle  cumbersome  as 
possible.  The  originals  are  in  the  commandant's  office,  and  it  is 
the  expressed  order  and  desire  of  the  commandant  for  the  inspectors 
to  consider  themselves  part  of  his  office,  his  office  files  being  always 
open  to  their  inspection;  so  it  would  not  be  necessary  to  keep  anv 
letters,  the  originals  of  the  mail  being  kept  in  the  commandant^ 
office,  and  copies  could  be  obtained  at  any  time. 

Q.  45.  Are  tracings  of  projected  equipment  installation  sub- 
mitted to  you  for  your  comment,  criticism,  or  approval  before  the 
instidlation  is  commenced? 

A.  Yes,  invariably.     I  require  that. 

Q.  46.  Under  the  present  system,  is  there  a  prescribed  order  in 
which  the  papers  pass  between  the  inspectors?  For  instance,  the 
question  of  installation  of  turbo-generating  set  on  a  ship  at  the  yard — 
would  the  plans  in  reference  to  the  steam  and  exhaust  piping  be  referred 
to  you  for  comment  by  the  inspector  of  machinery? 

A.  It  would.     The  system  adopted  here  provides  for  this. 

Q.  47.  Are  copies  of  job  orders  connected  with  equipment  work 
referred  to  you? 

A.  Refer  to  previous' answer  (p.  — ). 

Q.  48.  Is  the  duty  here  pleasant  under  the  present  condition  for 
the  inspector  of  eqmpment? 

A.  The  duties  axe  pleasant,  but  owing  to  the  exercise  of  great  tact 
by  all  concerned. 

Q.  49.  What  is  your  relation  to  the  general  storekeeper?  Do  you 
have  any  friction  in  regard  to  stores  or  the  like? 

A.  None  whatever. 
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OOMMENTS   BT  THE  GENERAL  INSPECTOR  OP  EQUIPMENT,  NAVY-YARD, . 

NORFOLK,  VA. 

The  duties  of  the  inspector  of  equipment  at  this  yard  are  more 
comprehensive  than  at  any  other  yard.     (See  Exhibit  E.) 

Electric  and  nonelectric  specifications  are  made  out  by  the  manager. 
The  inspector  would  have  to  perform  the  duty  of  inspection  of 
interior  and  exterior  signal  communication  to  be  installed  on  ships 
not  in  commission.  In  the  case  of  ships  in  commission  the  different 
heads  of  departments  report  to  the  yara  inspector.  It  is  the  duty  of 
the  assistant  inspector  to  follow  up  the  different  job  orders. 

The  work  at  tnis  yard  is  much  f aciUtated  by  the  inspectors  being 
all  located  in  the  same  building  with  the  commandant.  The  operation 
of  the  system  would  be  much  facilitated  if  all  the  drafting  foit^  were 
in  the  same  building  with  the  inspectors  or  near  at  hand. 

Inspection  calls  for  electric  material  are  not  sent  to  the  equipment 
inspector,  tmless  in  case  of  failure  to  pass  inspection. 

The  inspector  receives  no  information  for  use  in  modifying  speci- 
fications. 

The  bureau  gets  no  information  conceniing  laboratory  tests. 

The  manager  has  the  direct  r^ulation  bf  the  laboratory. 

The  present  force  consists  of  the  previous  chief  clerk  and  a  mee- 
senger.  The  following  additional  are  needed:  A  stenographer  and 
typewriter;  and  expert  electrical  aid,  and  one  or  two  subinspectors 
for  outside  work. 

No  provision  for  the  inspection  of  equipment  material  received  into 
general  store. 

Much  of  the  inspector's  time  is  taken  up  owing  to  the  wide  dis- 
persion of  the  different  shops  at  the  yard. 

The  scope  of  the  inspector's  work  is  shown  in  Exhibits  D  and  B. 

The  inspector  has  no  direction  of  equipment  work  except  in  wire- 
less matters. 

The  inspector  has  no  direction  or  responsibihty  in  the  expenditure 
of  equipment  money. 

Drawings  are  produced  as  expeditiously  since  the  consolidation  as 
before. 

Information  contained  in  mail  received  is  quickly  disseminated. 

Tracings  of  projected  equipment  installations  are  submitted  to  the 
equipment  inspector. 

Provision  is  made  for  the  interchange  of  information  between 
inspectors  having  joint  work  done  under  them. 

Attention  is  invited  to  the  following  exhibits: 

A.  Job  order  blank. 

B.  Daily  time  check  card. 

C.  Assignment  of  assistants  to  inspectors. 

D  and  E.  Assignment  of  duties  to  inspectors. 

F.  Distributing  of  work  among  foremen  of  manufacturing  depart- 
ment. 

G.  Equipment  installation. 

Attention  is  specially  invited  to  Exhibits  F  and  G,  giving  the  dis- 
tribution of  worlc  among  foremen  of  the  manufacturing  department, 
and  the  application  of  me  system  to  equipment  instaUation.  (This 
was  supplied  by  the  manager,  the  commandant  having  directed  him 
to  do  so.)  The  manager,  Mr.  Watt,  also  stated  that  the  estimate  is 
prepared  and  submitted  by  the  master  who  has  the  most  work,  the 
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estimates  of  all  the  other  masters  being  included.  For  instance,  on 
the  Louisiana^  for  central  station,  the  total  estimate  is  submitted  by 
tke  master  ship  fitter,  showing  the  items  subnodtted  by  ten  difl'erent 
masters  concerned. 

The  general  inspector  visited  the  shop  where  the  equipment  work 
is  now  oein^  done.  Most  of  the  equipment  and  ordnance  machines 
are  located  in  this  shop,  No.  65.  It  is  not  in  good  order.  Search- 
lights, semaphores,  armatures,  crank  shafts,  electric  wire,  were  lying 
about.    Repair  work  is  done  partly  in  one  shop  and  partly  in  another. 

To  estimate  on  a  piece  of  work  the  masters  of  the  trades  concerned 
are  called  in,  estimate,  and  the  total  submitted  to  the  manager. 
Delay  is  caused  by  the  meUiod  of  obtaining  an  estimate.  The  pres- 
ent system  takes  away  the  personal  interest  of  the  one  man  in  charge. 

Scrap  of  various  kinds  which  was  formerly  saved  so  as  to  oe 
litiUzable  in  castings  is  now  made  useless  bv  the  mixture  of  dirt  and 
the  cuttings  of  macnines  from  different  metals  not  being  kept  separate. 

There  is  also  the  lack  of  interest  of  the  individual.  Being  now 
classed  by  trade,  recognition  of  good  work  by  the  individu^  and 
advance  is  not  so  apt  to  come  his  way  as  formerly. 

[ObTWse.]  [Reverse.] 


Exhibit  A. 

■QUIPMSI9T. 

nateiwMd 

Date  reeelTtd 

Anttaortty 

Ko.  Job  Older 

VomH. 

Order  gtren  Mr 

Sofaj^el 

Dote  oompletod 

Zntpoctod  by. 


Thb  card  must  not  be  taken  from 
[Orer] 


Date  In- 
spected. 

Esti- 
mated 
time  In 

days. 

com- 
pleted. 

Remarks  or  days 
to  complete. 



Write  nothing  below  this  line. 
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ExHiBir  B. 
B.  and  A.— Form  No.a06-lf  J 


,1«) 

DAILY  TniBCHBCKCABD,  DBPABTMBNT  OV  MAKUFAOTUBXNO,  NAYY-TABD,  NOHTOLK,  YA. 


Tradflf. 

No.  of 

HMD  on 

nril. 

FV. 

No.  of 

dayt 

worfcad. 

PV. 

DoDi. 

eta. 

DoilB. 

Gti. 

aerk 

Writer 

Special  laborar ....• 

iCossenKer 

Draftsman 

Ship  keeper 

Bhlpwrlent 

JSSJSr       ;:;:::;;::::::::"    

• 

MiUman 

Baw  filer 

Timber  inspector 

Patternmaker 

Joiner,  ahin ,.,..... 

Carver 

MiUwrl^t  

Upholsterer 

Ship  smith 

Mason,  brick 

Hod  carrier 

Hammerman 

Machinist 

Die  sinker 

Buffer  and  polisher ,  - 

Tool  maker*. 

Electrician 

Laboratorian 

Wire  man ......,..,.,,  wrwrrr..,  r-T» 

Bhip  fitter 

Puncher  and  fliiearar 

Forser ,  heav  y 

Tool  sharpener 

Furnace  man ............ .........t r-r-r ^r 

Flange  turner 

Chipper  and  calker ,.,,,■,,..■,, r.., . 

Riveter 

Driller 

Bpar  maker 

Buck  maker 

Cooper 

BoaVbuilder 

Painter  

Plumber 

Pipefitter 

Tinner ,.,,,,^-, ^ ,- rr 

Oalvanlred-Irpn  workar. 

Coppersmith... « 

Qa)  VaniCer  .......^.■.^'-rrr-r^.r-.r^r-.r^^^r.-r Tr 

Holder    

Calker,  wood 

Oakii™  "plniver .  ..T..r.r--Tr..x.^,,T,..T.. ............ 

...... 

Engine  tender 

Fireman 

j^l>orer  common .................. ..r..... 

RigMT : 

Mmnanic^  special,  K.  and  T> 

Mechanic ,'  special,'  wheelwright 

Mechanicielectri(»l 7 

Blacksmith 

House  carpenter 

Flask  maker 

Drop  forger 

Boys 

Diver 

Mechanic     SneCifU  . rr..rrr«rrT-...r.  ......... 

Recorder  and  writer 

Plumber  house r-.-...^xT... ........ 

Slater 

Track  mechanic t-t ,■.,■..,,,,... 

SubinsDector.              >  . 

Watchmen 

Attendant  on  derrick  and  crane 

Hired  teams,  sfn^l* ,-r. .,.,.., 

Hind  teams,  double 

!!I.'!j 
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DAILT  TIMB  OHSOK  CARD,  DBPABTMBNT  07  MANX7FACTT7BIKO,  MAYT-TABD,  VOBTOLS, 

VA. — continaed. 


TmdM. 

No.  of 

inen  on 

roU. 

FV. 

No.  of 

days 

worked. 

FV. 

Dolls. 

Cti. 

DoOs. 

CtL 

Oflen '. 

TTahiArs  mwral 

SSte»^^":.i;i;'»;!!;;i;:;i:"""!";ii".!; 



stable  keeper  

Teaznstns ........,.,w.r.rrr-.r-,.- 

Hoitleni      .......,,.,,-- - 



Psven 

PiledriTora 

flallTDakfn 

Mot!  rrr 

OrdlUHMM)  WHWI 

fYf^fMkinDn .,, ,-^„,-,--, ^ 

Cui>ola  tender 

BoUftmiAkflr  r ,„,,,,,-.,,.„,,, 



Bon^TfwUw,.   

Master  of  tngi.! 

TOTrnnan  of  Tneehanififf , . , 

Bookkeeper 

* 

Ttotal 

1 

1 

laltialsofohiefolerk,- 


Exhibit  0. 
Navt  Yabd,  Norfolk,  Ya.,  January  t8^  1909. 

ORDBB. 

1.  In  order  to  cairv  into  effect  February  1  the  piovisionB  of  Navy  Department 
General  Order  No.  9,  dated  January  25, 1909,  relative  to  the  consolidation  of  tne  manu- 
^turing  force  at  navy-yards,  except  work  involved  in  the  handling  of  stores  for  man- 
ufacturing clothing,  or  the  preparation  and  handling  of  provisions,  the  commandant 
hereby  directs  that  all  employees,  public  works,  and  tne  equipment  thereof  shall 
be  turned  over  to  the  naval  constructor,  except  as  follows: 

(a)  The  inspector  of  machinery  will  retain  one  assistant,  one  clerk  and  one  drafts- 
man, and  one  messenger. 

(6)  The  inspector  oi  equipment  will  retain  one  clerk  and  one  expert  electrical  aid 
(either  foreman  or  draftsman,  as  the  inspector  of  equipment  deems  necessary),  and  one 
moBsen^r. 

(e)  l^e  inspector  of  ordnance  will  retain  one  clerk  or  subinspector  and  one  mes- 
senger. 

(a)  The  inspector  of  public  works  will  retain  one  clerk,  one  draftsman,  one  sub- 
inspector,  and  one  messenger. 

(e)  There  shall  be  further  turned  over  to  the  commandant's  clerical  force  one  ste- 
noerapher  from  each  of  the  departments  of  yards  and  docks  and  steam  engineering. 

2.  On  Monday,  Februar^r  1,  the  commandant  will  establish  temporary  central 
administration  omces  in  building  19,  the  present  commandant's  offices. 

Provision  will  be  made  in  this  building  for  the  commandant,  the  captain  of  the  yard, 
the  commandant's  aid,  the  commandant's  clerical  force,  the  inspectors  of  ordnance, 
equipment,  machinery,  and  public  works,  together  with  the  clencal  force  assimed  to 
same.  The  commandant  will  furnish  from  the  manufacturing  department  such  addi- 
tional assistance  (either  clerical,  stenographic,  or  drafting)  as  may  be  necessary  from 
time  to  time. 

3.  All  clerical  and  drafting  force,  other  than  those  attached  to  the  commandant's 
and  inspector's  offices,  will  report  at  9  a.  m.  Monday,  February  1,  in  the  office  of  the. 
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nnval  constructor  in  building  32,  pending  the  ettablishment  of  a  perauudent  sdmiA- 

iBtration  building. 

4.  Arrangementa  will  be  made  to  move  to  building  32  on  tbe  afternoon  of  January 
30  all  the  neceasary  office  equipment,  together  with  the  neceasary  official  papers,  to 
avoid  interference  with  the  public  buoineas. 

6.  Aa  the  naval  conatructor  propoaee  to  aasign  at  once  nmm  check  numben  to  all 
employeea  from  equipment,  oninance,  and  yards  and  docks,  the  time  clerk  of  the 
construction  and  repair  department  is  authorized  at  once  to  visit  tbe  offices  of  the 
various  de^tments  in  question,  assigning  to  each  time  card  the  new  check  number 
which  it  will  bear  after  Mondav  momins  next. 

6.  The  naval  constructor  will  furnish  ue  heads  of  departments  of  ordnance,  eqtiip- 
ment,  and  yards  and  docks  by  9  a.  m.  Saturday  with  a  list  of  names,  with  the  new  cheek 
numbers  assigned  and  the  new  mustering  places  for  each  of  their  various  employeea. 
He  will  make  provision  on  check  boards  ofthe  manufacturing  department  for  muster- 
ing  at  the  8  a.  m.  muster  Mondav  morning  all  employees  of  the  above  deputmente. 
For  the  present  all  employees  of  the  present  steam  engineering  department  will  retain 
their  check  numbers  and  will  muster  in  their  customary  mustering  places.  The 
question  of  assigning  new  check  numben  to  the  steam  Migineering  employees  will  be 
considered  at  a  later  date. 

7.  All  clerical  employees  assigned  to  duty  in  the  commandant's  office  or  for  the 
inqpecton  will  sien  after  Monday  a.  m.  the  ^report  of  attendance"  cards  as  may  be 
directed  by  the  cnief  clerk  in  the  commandant's  office.  All  other  clerical  employees 
will  sign  cards  in  the  office  of  the  manu&cturing  department. 

£.  D.  TAUBflio, 
Rear-Admiral,  U.  8,  Navff,  CommofyiaaU. 


Exhibit  D. 

Navt-Yard,  Nobfolk,  Ya.,  Fehntary  1, 1909. 
Bnt:  You  are  assigned  to  duty  as  inspector  of  all  work  done  in  this  yard  that  pertains 
to  design,  building,  and  fitting  out  and  repairing  of  main  and  auxiliary  machinery, 
other  than  electric,  used  on  naval  vessels;  the  steam  pumps,  steam  heaters,  distilling 
apparatus,  refrigerating  apparatus,  all  steam  connections  of  ships,  and  the  steam 
machinery  necessary  tor  actuating  the  apparatua  by  which  turreta  are  turned;  in- 
cluding joint  inspection  with  the  inspector  of  equipment  of  electrically  driven  re- 
frigerating machmery  and  steam  driven  dynamos;  also  the  manufacturing  of  all 
equipage  pertaining  to  the  above. 

2.  Au  inspection  duties  performed  by  you  prior  to  this  assignment  are  to  be  con- 
tmned,  but  any  labor  necessary  must  be  obtamed  from  the  senior  naval  constructor 
on  requisition. 

Very  respectfully,  B.  D.  Taussio, 

Rtar-Admvralf  U,  8.  Navy,  Commandant, 
Inspkctor  of  Machinbrt, 

Navy-Yardf  Norfolk,  Ta. 


Exhibit  E. 


Unitbd  Statbs  Navt-Yabd, 

Noffolk,  Va,,  February  IS,  1909. 

ORDBB. 

The  inspection  of  hull  and  permanent  fittings  of  vessels  under  construction  or  repair 
at  this  yard  shall  be  subdivided  among  the  various  inspectors  as  follows: 
Inspector  of  construction  work: 
^ull. 
Spars  in  place. 
Tanks,  water. 
Ladders,  hatch. 
Qiatings,  hatch. 
Hooks,  hammock,  in  placet 
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Inspector  of  machinery: 
Engines,  main. 
Engines,  auxiliary. 
BoueiB. 
Pumpe,  steam. 
Engine-room  annunciatom. 
Tanks,  oil,  fitted  to  ship. 
Windlasses,  steam. 
Steerers,  steam. 
Radiators,  steam. 
Ash  hoists,  steam. 
Distilling  apparatus. 
Inspector  of  oranance: 
Cranes,  shot  and  shell. 
Permanent  ordnance  fittings  as  follows: 

Bolts,  nuts,  and  washers  for  deck  circles. 

Brackets  for  shell  boxes,  when  secured  to  the  ship. 

Brackets  for  loading  trays,  when  secured  to  the  ship. 

Brackets  lor  priming  wires  and  boring  bits,  when  secured  to  the  ship. 

Brackets  for  cutlasses,  small  arms,  etc.,  when  secured  to  the  ship. 

Circles,  deck,  for  pivoting  and  trailing  guns  and  shields. 

Circles,  gun,  in  ship's  tops. 

Engines  for  training  guns. 

Hoists,  ammunition. 

Hooks  and  hanjgen  for  rammers,  sponges,  etc. 

Motors  for  turning  turrets  and  operating  ammunition  hoists. 

Rivets,  etc.,  for  sliding  pivot  and  rail  sockets. 

Screws  for  deck  circles. 

Sockets,  rail. 

Sockets,  sliding  pivot. 

Sockets,  clevis. 

Circles  for  broadside  torpedo  tubes  suspended  overhead,  and  bolts  and  hang- 
ers for  same. 

Circles  for  broadside  torpedo  tubes  training  on  deck,  and  screws  for  same. 

Piping  for  torpedo  air  system. 

Torpedo  air  compressors  and  securings. 

Torpedo  accumulators  and  securings. 

Torpedo  separators  and  securings. 

Tuiret  gun  mounts  and  their  attachments. 

Circles  and  securings  for  central  pivot  twin  torpedo-tube  mounts. 

Circles  and  securings  for  central  pivot  single  torpedo-tube  mounts. 

Deck  sockets  and  securings  for  pivot  oolts  of  upper-deck  torpedo-tube 
mounts. 

Standards  for  torpedo  directon  for  central  pivot,  fixed  bow  or  fixed  stem 
torpedo  tubes. 

Torpedo  castings,  trolleys,  platforms,  bnK^kets,  screens,  and  voice  tubes,  and 
securings  for  same. 
Tfupedor  o/equipmerU: 
Pumpsj  hand,  fixed. 
Stanchions,  awning. 
Bell,  ship's. 
Speaking  tubos. 

Generating  sets  for  mater  than  4  kUowatts'  capacity. 
Wire,  electric,  in  place. 
Ventilating  biowets,  fixed. 

Electric  fixtures  permanently  secured  (not  including  globes,  shades,  and  lamps). 
Circuits,  electric,  and  appendages. 
R]gg[ing,  standing. 
Davits,  boat 
Davits,  cat  and  fish. 
Lightning  conductors  in  place. 
Blocks  in  place. 
MotxxB  for  turning  turrets  and  operating  ammunition  hoists. 

E.  D.  Taussig, 
Rear-Admiral,  U.  8.  N.,  ComrnandarU. 
IirspioroB  OF  E<)uipmbnt, 
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Exhibit  F. 

Memorandum  No.  26.] 

distribution  of  work  among  foremen  of  the  manufacturing  dbpartmsnt, 
nayt-tard,  norfolk,  va.,  february,  1909. 

Office  of  the  Naval  Constructor, 
Navy-  Yard,  Norfolk,  Va.,  February  11, 1909. 
To  all  foremen: 

1.  Work  in  the  manufacturing  department  will  be  distributed  among  the  following 
supervisory  foremen,  whose  duties  in  general  will  be  designated  hereinafter.  The 
duties  assigned  will  be  modified  by  the  naval  constructor  as  experience  warrants. 

II.  Estimates  for  work  contemplated  will  be  requested  from  the  foreman  to  whom 
the  job  order  is  to  be  issued.  Wnen  a  foreman  is  directed  to  submit  an  estimate  for 
work  he  will,  in  addition  to  preparing  the  estimate  for  that  portion  of  the  work  per- 
formed by  the  mechanics  under  his  direct  cqniizance,  obtain  estimates  for  work 
involved  from  all  other  foremen  concerned,  ana  will  submit  the  complete  estimate, 
showing  the  amount  reported  necessary  by  each  foreman  involved.  Particular  atten- 
tion is  invited  to  the  necessity  for  prompt  submission  of  estimates  when  they  are 
called  for. 

III.  The  foreman  receiving  an  order  from  the  naval  constructor  to  periorm  a  specified 
piece  of  work— a  job  order — is  responsible  for  its  efficient  and  economical  completion, 
and  when  this  work  requires  the  cooperation  of  other  foremen  he  will  notify  them 
fully  and  promptly  as  to  th6  nature  and  extent  of  the  work  to  be  periormed  by  them, 
and  this  notification — a  shop  ordei^— enjoins  the  same  responsioility  for  the  work 
described  in  it  as  does  the  original  job  order.    Shop  orders  must  be  filled  out  com- 

elete  as  to  job  order  number,  title,  subtitle,  appropriation,  and  general  head,  exactly 
ke  the  original  job  order.    As  the  foreman  nolaing  the  job  order  is  responsible  for  the 
completion  of  all  work  within  the  estimated  time,  he  should  be  careful  to  fill  out  on 

shop  orders  the  line  "  To  be  completed  by , "  ^ving  a  reasonable  time  for 

completion  of  the  work  required.  If  the  foreman  receiving  a  shop  order  considers 
that  he  can  not  complete  the  work  by  the  time  given,  he  should  confer  at  once  with 
the  issuing  foreman,  and  if  the^  can  not  agree  upon  a  satisfactory  time  of  completion 
for  the  shop-order  work  so  as  to  insure  com^etion  of  the  whole  job  within  the  estimated 
time,  they  should  both  confer  with  the  officer  in  chazge  of  the  work.  Foremen  will 
frequently  confer  with  one  another  and  with  the  ofi&cer  in  charge  of  the  work  as  to 
the  most  advantageous  and  economical  means  to  complete  work  directed  by  the 
original  job  orders.  Foremen  will  also  be  particulu-ly  careful  to  turn  in  promptly 
shop  orders  and  job  orders  when  work  covered  by  them  has  been  completed. 

iV.  General  division  of  duties. — 1.  Master  boat  builder:  Will  have  chaige  of  building 
and  repairing  all  boats,  other  than  work  in  connection  wiUi  propelling  machinery, 
sails,  and  rigging. 

2.  Master  boilermakers:  Will  have  chaige  of  repairs  and  manufacture  of  all  boilers, 
afloat  and  ashore,  feed  tanks,  evaporators,  condensers,  smokestacks,  etc. 

3.  Building  foreman:  Mr.  Smitn,  formerly  foreman  of  laborers,  wiU  be  known  aa 
building  foreman,  and  will  have  a  time  book  on  which  will,  in  general,  be  carried  the 
men  of  the  following  trades — Dredgers,  hod  carriers,  gardeners,  brick  masons,  stone 
masons,  stone  cutters,  track  mechanics,  plasterers,  and  slaters.  He.  will  also  carry 
on  his  book  janitors  and  all  yard  watchmen. 

4.  Master  coppersmith:  Will  have  chaige  of  all  coppersmith  work,  except  such  minor 
work  not  req\uring  brazing,  that  has  been  done  by  plumbers  and  pipe  fitters. 

5.  Master  ship  electrician:  Will  have  charge  of  all  electrical  wonc  on  board  ships, 
both  generators  and  motors;  power  and  light  wiring;  electrical  call  bells;  fire-control 
wirint^,  etc.;  and  of  the  electrical  machine  shop,  m  which  will  be  done  all  work  of 
electrical  repairs  within  the  capacity  of  the  shop  for  the  whole  department. 

6.  Master  yard  electrician:  W  ill  have  entire  charge  of  the  installation  of  machinenr 
in  the  central  power  house,  except  boilers;  of  all  power  wiring  and  lighting  in  ail 
buildings  and  on  board  ship,  of  the  pumping  plant  and  capstans  at  No.  3  dry  dock;  and 
routine  inspections  and  repairs  to  all  yard  motors  will  be  made  under  his  supervision. 

7.  Master  joiner:  Will  have  charge  of  all  wood  working  of  the  manufacturing  depart^ 
ment,  other  than  patternmaking  and  work  assigned  to  the  master  shipwright;  of  the 
sawmill,  mill  men,  and  millwrights;  block  makers,  coopers,  saw  filers,  wheelwrights, 
upholsterers,  and  sailmakers. 

8.  1' oreman  laborer:  W  ill  have  chazge  of  all  laborers  and  riggers,  including  riggers 
employed  in  fitting  and  reeving  rigging  on  ships;  will  do  all  haimUng  of  heavy  weights. 

9.  Master  engine  machinist:  Will  have  chaige  of  all  machine  work,  afloat  and  ashore, 
in  connection  with  propelliniir  machinery  and  its  auxiliaries;  of  repairs,  manu&MCturing, 
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and  iofltallation  of  launch  engines;  of  installation  of  launch  boilers;  of  all  steam  pipe 
covering  and  boiler  lagging;  of  all  machine  tools  in  the  engine  shops;  and  of  repairs 
to  such  plant  machinery  as  mav  be  directed. 

10.  Master  hull  machinist:  Will  have  chaige  of  all  machine  work,  afloat  or  ashore, 
including  ordnance  machine  work,  but  not  including  that  in  connection  with  pro- 
pelling machinery  and  its  auxiliaries;  of  repairs  to  pneumatic  tools;  will  repair  such 
plant  machinery  as  may  be  directed;  will  have  unaer  his  direct  charge  all  ordnance 
men. 

11.  Master  molder:  Will  have  chaige  of  all  molding  work  and  castings  of  all  kinds, 
both  brass  and  iron. 

12.  Master  painter?  Will  have  chaij^  of  painting  of  all  kinds,  including  all  paint 
materials,  paint  manufacture,  and  paint  tests;  will  continue,  for  the  present,  to  nave 
charge  of  cementing  and  tiling  on  board  ships. 

13.  Master  pattern  maker:  Will  have  charge  of  all  pattern  work  and  patterns  of  the 
manufacturing  department;  will  fit  lignum-vitae  bearings. 

14.  Master  plumber:  Will  have  charge  of  all  plumbing  work,  afloat  and  ashore:  all 
sheet  metal  and  wire  mesh  work;  all  galvanizing,  nickel  plating,  etc.;  all  lamp  work; 
all  conduit  work  and  piping,  except  that  in  connection  with  propelling  machinery 
or  steam  auxiliaries. 

16.  Foreman  in  chane  of  power:  The  former  yards  and  docks  foreman,  Mr.  Gwynu, 
will  be  designated  as  foreman  in  charge  of  power,  and  will  have  charj^c  of  all  steam 

Senerators,  heating  systems,  yard  locomotives,  traveling  cranes,  railroad  cars,  floating 
erricks,  etc.,  including  the  Red  2>07n«;all  pneumatic  power  lines  and  hose. 

16.  Master  shipfitter:  Will  have  chaige  of  structural  work  of  all  kinds  on  board 
riiip,  and  of  structural  steel  work  in  coimection  with  repairs  or  additions  to  yard 
buudings;  and  of  fitting  fire  and  engine  room  floor  plates  and  other  supports. 

17.  B&ster  shipwright:  Will  have  chaige  of  all  shipwrights,  sparmakers,  wood 
calkeiB,  and  wharf  builders  and  of  all  work  done  by  them;  of  the  mold  loft;  will  be 
responsible  for  the  preparation  of  dry  docks,  and  keepine  keel  blocks,  painter's  stages, 
ana  dock  floats  in  good  order;  will  also  have  chaige  of  yard  floats,  spur  shores,  ana 
brows,  and  be  responsible  for  keeping  them  in  repair. 

18.  Master  smitn:  Will  have  cnarge  of  all  blacksmith  and  shipsmith  work,  die- 
wnking.  drop  forging,  and  annealing  armor. 

V.  Tne  18  foremen  mentioned  above^  and  no  others,  except  when  specially  directed, 
will  attend  the  regular  Saturday  morning  conference  in  the  naval  constructor's  office. 

VI.  1.  The  master  machinist  inside,  Mr.  Barnes,  will  have  charge  of  work  in  the 
engine  machine  shop,  but  under  the  direction  of  the  master  engine  machinist,  Mr. 
Wilson. 

2.  The  ordnance  master  mechanic,  Mr.  Cuthriell,  will  have  charge  of  ordnance 
work  under  the  direction  of  the  master  hull  machinist,  or  of  such  other  work  as  he 
may  be  assigned  by  Mr.  Owens. 

3.  The  auarterman  of  ordnance  men,  Mr.  Stakes,  while  having  a  time  book  of  his 
own,  on  wnich  wiU  appear  the  names  of  all  ordnance  men,  will  oe  under  the  direct 
supervision  of  the  master  hull  machinist. 

4.  The  quarterman  of  e<]uipment  riggers,  while  continuing  to  keep  his  own  time 
book,  will  be  under  the  direct  charge  of  the  foremen  of  laborers  and  riggers  of  the 
manufacturing  department. 

5.  For  the  present,  the  work  assigned  to  the  master  ship  electrician  will  be  distrib- 
uted between  Mr.  Webb  and  Mr.  Gountiss,  as  follows:  Mr.  Webb  will  have  entire 
chaige  of  work  done  in  the  yard  electrical  shop  (formerly  yards  and  docks  building) 
and  of  all  electrical  work  on  the  Virginia  and  Kentucky.  Mr.  Gountiss  will  continue 
in  chaige  of  work  done  in  the  former  equipment  electrical  shop  until  such  time  as 
this  shop  is  transferred  to  building  No.  65,  after  which  all  shop  work  will  be  looked 
out  for  by  Mr.  Webb.  Mr.  Gountiss  will  have  entire  charge  of  sdl  ship  electrical  work 
on  the  Louisiana  and  Minnesota.  Work  now  in  progress  on  the  Iowa  will  be  carri(^ 
to  completion  under  the  supervision  of  the  electrical  foreman  looking  out  for  it  prior 
to  consolidation. 

6.  The  quarterman  electrical  machinist,  Mr.  Pile,  will  have  charge  of  electrical 
work  in  the  electrical  machine  shop  under  Mr.  Webb. 

7.  The  foreman  of  sailmakers  will  have  chaige  of  work  in  connection  with  sails, 
awnings,  etc.,  but  under  the  charge  of  the  master  joiner. 

8.  Tike  former  yards  and  docks  fcHeman  of  teamsters,  Mr.  Deans,  under  the  direct 
chaige  of  the  foreman  of  laborers  and  risers,  will  have  charge  of  all  teamsters,  stable 
keepers,  harness  makers,  hostlers,  and  dSvers  for  fire  engines. 

VII.  The  following  men,  formerly  employed  by  the  department  of  yards  and  docks, 
will  be  continued  in  chaige  of  work  under  the  co^izance  of  the  Bureau  of  Yards  and 
Docks,  in  connection  with  remodeling  or  supervising  extensive  repairs  to  yard  build- 
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ings:  Mr.  Epperson,  Mr.  Brownley,  and  Mr.  RoblMms.  These  employees  will  not  keep 
time  books,  although  job  orders  will  be  issued  to  them  for  work  of  which  they  are 
placed  in  charge,  and  they  will  issue  the  necessary  thop  orders  and  be  responsible 
lor  the  completion  of  work  in  a  satisfactory  and  expeditious  manner.  Mr.  Epperson, 
Mr.  Brownley,  and  Mr.  Robbins  will  be  carried  on  the  time  book  of  the  building 
foreman,  and  will  be  known  as  subbutlding  foremen. 

VIII.  If  any  foreman  is  in  doubt  as  to  any  of  the  duties  assigned  him  by  these 
instructions,  he  should  promptly  bring  up  the  question  for  settlement  by  the  naval 
const  I   otor. 

Watt, 
Naval  C(m$inictor,  U.  8.  N. 

Not  to  be  posted. 


Exhibit  G. 

Q.  1.  What  would  be  the  procedure  in  the  case  of  installing  a  generating  set  an  » 
ship  under  construction,  under  the  present  system? 

A.  Plans  would  be  prepared  in  the  drawing  room  of  the  manufacturing  division  and 
would  be  submitted  to  tne  inspector  of  eauipment  for  his  action  as  regards  the  gen- 
erator, and  to  the  inspector  of  machinery  tor  his  action  with  regard  to  steam  and  ex- 
haust piping.  When  satisfactory  to  all  concerned,  the  plans  would  be  fcnrwarded  via 
the  two  inspectors,  with  a  letter  from  the  manager  to  the  commandant  for  bureaus' 
approval.  When  bureau  approval  is  received,  job  orders  would  be  issued  by  the 
manager  to  the  master  ship  electrician  to  install  the  generating  sets,  and  to  the  master 
engine  machinist  for  installation  of  the  steam  and  exhaust  piping.  Copies  of  these 
job  orders  would  be  sent  to  the  inspector  of  equipment  and  the  inspector  of  machinerv, 
who  would  thus  know  what  foremen  were  performing  the  work.  From  the  weekly 
or  monthlv  report  of  repairs  the  inspectors  would  be  luUy  informed  as  to  the  rate  of 
progress  of  installation  which  the  manufacturing  division  considered  had  been  made. 

Q.  2.  In  the  case  of  a  ship  in  commission  coming  to  the  yard  for  repairs  to  a  generat- 
ing set,  which  required  a  general  overhauling,  how  would  the  matter  be  taken  in 
hand? 

A.  The  commanding  officer  submits  a  request  for  repairs  to  the  commandant,  for- 
warding same  through  the  manager  of  the  manufacturing  division.  Immediately 
ux>on  receipt  of  the  commanding  officer's  letter,  the  items  affecting  the  inspector  ol 
equipment  are  culled  out  and  forwarded  to  him,  and  his  sug^e^stions  and  comments 
invited.  The  manager  proceeds  to  prepare  estimates  of  the  time  and  cost.  To  take 
a  specific  case:  The  letter  is  referred  to  the  manager's  assistant  who  has  charge  of  the 
work  on  a  particular  vessel ;  this  officer  apportions  the  items  to  the  foremen  concerned — 
for  the  electrical  work,  to  the  master  ship  electrician;  for  the  steam  engineering  work, 
to  the  master  engine  machinist;  for  galley  or  plunibing  work,  to  the  master  plumbs, 
etc.  The  officer  in  charge  of  work  on  the  ship,  in  company  with  the  master  concerned, 
visits  the  vessel,  and  in  company  with  the  head  of  department  on  board  the  ship 
inspects  the  items  in  question.  The  officer  in  charge  then  instructs  the  master  as  to 
the  work  on  which  the  master  is  to  estimate.  If  the  work  is  other  than  routine  repairs, 
the  inspector  is  asked  to  visit  the  ship,  in  company  with  the  officer  in  charge,  before 
a  definite  recommendation  is  made. 

The  estimate  as  prepared  in  the  manufacturing  division,  is  forwarded  to  the  com- 
mandant through  the  inspector  concerned,  who  indorses  on  same  his  recommendations 
or  suggestions,  and  transmits  all  papers  to  the  commandant. 

When  a  bureau's  letter  authorizing  work  is  received,  the  commandant's  office  pre- 
pares a  number  of  copies,  forwarding  one  to  the  inspector  concerned  and  the  otners 
to  the  manager  of  the  manufacturing  department,  at  the  same  time.  As  soon  as  the 
manager  of  the  manufacturing  division  receives  the  orders  for  work  job  orders  are 
at  once  made  out.  and  the  inspector  concerned  furnished  with  a  copy,  also  the  com- 
manding officer  ot  the  vessel  on  which  the  reparrs  are  to  be  made. 

No  job  order  is  ever  issued  by  the  manager  of  the  manufacturing  division  which 
involves  expenditures  under  more  than  one  appropriation.  When  expenditures  are 
involved  under  more  than  one  appropriation,  a  separate  and  distinct  job  order  is 
issued  against  each  appropriation,  and  the  line  is  clearly  drawn.  Inasmuch  as  there 
were  always  a  half  dozen  appropriations,  separate  and  distinct,  under  construction 
and  repair,  I  regard  the  consolidation  as  involving  only  increased  bookkeeping  result- 
ing from  charges  against  twenty  appropriations,  say,  instead  of  the  six  previously  kept. 
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United^  States  Naval  Coal  Depot, 

San  Diego,  Cat,  May  S,  1909. 
Sir:  In  compliance  with,  department's  order  No.  3154-41,  of 
April- 2,  1009,  I  proceeded  to  Puget  Sound,  Wash.,  thence  to  Mare 
Island,  CaL,  reporting  to  the  commandants  of  the  yards  and  stations 
mentioned  for  special  temporary  duty  in  connection  with  ascer- 
taining for  the  information  and  guidance  of  the  Bureau  fo  Equdp* 
ment,  Navy  Department,  in  its  relations  with  the  navy-vards,  what 
assistants  and  lacilities  are  needed  hy  the  inspectors  of  equipment 
to  carry  out  uniformly  and  efficiently  the  provisioDs  of  chapter  1, 
paragraph  5,  of  the  Navy  Regulations,  1909,  namely: 

(«)  Ab  regMrds  tht  inspectioa  of  all  that  relates  to  tbe  equipment  of  ships  according 
to  the  allowance  li^ts  from  time  to  time  in  force. 
'  (b)  As  regards  carrying  on  the  necessary  tests  required  to  make  out  special  occasions 
properly  for  nautical  and  navigating  instruments  and  electrical  appliances. 

(e)  As  regards  carrying  on  properly  insDecti(Hi  duty  connected  with  the  insCallation| 
maintenance,  and  repair  oi  interior  ana  exterior  signal  communication,  and  of  all 
electrical  appliances  under  the  cognizance  of  equipment  on  board  naval  vessels. 

2.  For  the  purpose  of  acquainting  myself  with  the  exact  conditicms 
prevailing  at  the  navy-vards  mentioned  in  my  orders,  I  commimi* 
cated  with  the  commanaants,  general  managers,  general  storekeepers, 
inspectors,  and  with  some  of  their  assistants,  and  inquired  carefully 
into  present  methods  of  carrying  on  inspection  work. 

3.  Keferring  to  (a)  of  the  department's  letter:  Under  the  present 
system  and  existing  assistance  the  inspectors  of  the  bureaus  do  not 
inspect  the  articles  belonging  to  the  equipment  as  shown  by  the 
allowance  lists.  Ordmary  supplies  are  ins]>ected  by  officers  or  othera 
attached  to  the  manufacturing  department. 

Special  articles  under  the  terms  of  General  Order  No.  9  are 
inspected  by  such  officers  as  the  conmiandant  may  direct.  These 
officers  may  or  may  not  be  inspectors  for  ordnance,  equipment,  or 
machinery. 

The  dividing  line  between  ordinary  supplies  quoted  and  special 
articles  quo  tea  is  indefinite,  being  largely  determined  by  the  general 
manager,  who  informs  the  inspector  when  articles  are  ready  for 
inspection,  and  consequently  what  articles. 

The  information  that  articles  are  ready  for  inspection  is  conveyed 
to  the  inspectors  bv  the  shop  foreman,  by  means  of  blanks  that  have 
been  supplied  to  tbie  latter  by  the  general  manager.  These  blanks 
show  the  date  of  inspection  and  is  the  only  record  of  inspection 
kept. 

4.  Efficient  inspection  of  manufactured  articles  can  only  be  dome 
during  the  process  of  manufacture. 

5.  Artic^  of  equipment  allowance  are,  for  purposes  of  inspect 
tion,  divided  by  the  general  manager  into  groups  and  classes,  and 
his  own  assistants  inspect  them.  Such  inspection  is  cursory  and 
does  not  secure  the  interests  of  the  bureau  concerned  or  the  Gov- 
ernment. This  opinion  was  arrived  at  after  examining  the  lists  of 
grouped  articles  and  noting  the  inspectors. 

6.  The  bureau  inspectors  have  opportimity  to  be  present  and  to 
keep  in  touch  with  the  progress  of  manufacture  of  any  given  article, 
but  it  is  physically  impossible  for  an  inspector  to  visit  the  various 
buildings  where  work  is  being  done  on  the  articles  under  the  cogni- 
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zance  of  the  Bureau  of  Equipment  and  inspect  those  articles  except 
in  the  most  casual  and  superncial  waj. 

The  result  of  this  condition  is  that  the  inspectors  O.  K.  the  calls 
without  acquiring  that  intimate  knowledge  of  the  article  inspected 
that  should  be  possessed  or  would  have  been  possessed  under  tne  old 
system  of  manufacture  and  supervision. 

7.  Where  a  special  article  is  inspected,  the  necessarv  assistance^  to 
handle  it  may  be  obtained  from  the  general  manager,  out  this  assist- 
ance could  not  be  furnished  if  all  articles  of  eqmpment  cognizance 
were  thoroughly  inspected  by  equipment  inspectors,  or  if  there  was 
great  pressure  of  work. 

8.  The  detection  by  the  inspector  of  errors  and  mistakes  in  woric, 
especially  tool  work,  oeing  done  for  a  bureau  under  the  present  sys- 
tem, is  not  probable,  because  the  inspector  must  rely  solely  on  his 
own  observation  at  tne  time  of  inspection,  the  employees  having  the 
work  m  hand  not  being  requirea  to  communicate  or  consult  with 
him  as  they  would  with  the  head  of  a  department. 

9.  The  inspectors,  though  furnished  with  copies  of  job  orders,  can 
not  prevent  waste  of  material.  It  is  impracticable  for  them  to  deter- 
mine if  material  stubbed  out  for  the  manufacture  of  a  definite  article 
is  entirely  consumed  or  economically  used  in  its  manufacture. 

10.  The  previously  mentioned  duties  of  inspectors,  together  with 
their  employment  as  survey  officers  and  advisors  to  general  manager 
in  certam  cases,  occupy  tneir  time  to  an  extent  that  without  addi- 
tional assistance  their  services  are  valueless.  Real  inspection  is  not 
accomplished;  faults  of  manufacture  creep  in;  the  best  results  are 
not  obtained;  the  financial  interests  of  the  bureaus  suffer,  and  there 
is  a  lowering  of  the  standard  of  their  technical  work.  Because  of  the 
foregoing,  I  am  of  the  opinion  that  an  assistant  inspector,  an  electrical 
macninist,  and  one  other,  an  electrical  draftsman,  a  special  laborer 
as  stenographer,  and  a  messenger  are  the  fewest  assistants  with  which 
the  work  or  the  navy-yard  can  be  efficiently  performed. 

11.  I  have  detailed  at  length  the  conditions  attending  work  in 
order  to  show  the  necessity  for  the  additional  assistance  recommended. 

12.  Referring  to  (&),  in  my  opinion  a  master  electrician,  one  elec- 
trical draftsman,  and  one  instrument  maker  or  expert  are  necessary 
for  the  purposes  mentioned. 

In  this  connection  I  would  remark  that  hull  draftsman  can  not 
be  used  on  drawings  of  electrical  appliances  without  the  loss  of  time 
and  money  due  to  mistakes. 

Continuity  of  employment  in  test  work  is  essential  to  the  attain- 
ment of  the  best  results.  Tests  must  be  conducted  methodically  in 
order  to  insure  economy  and  success,  and  these  can  only  be  obtamed 
where  the  employees  are  qualified  and  trained  for  that  particular  work. 
This  is  especially  true  of  electrical  draftsmen,  who  should  also  be 
good  mathematicians. 

13.  Referring  to   (c),-two  electrical  machinists  and  one   drafts- 
man are  considered  requisite  to  perform  the  duties  mentioned.     Tlie 
services  of  a  master  electrician  are  requisite,  but  the  one  stated  to  be  v 
necessary  for  the  duties  described  in  (6)  of  the  department's  letter 
might  well  perform  the  duties  required  of  him  in  (c). 

14.  In  making  these  estimates  of  the  assistants  required  by  the 
bureau  inspector  in  order  to  perform  the  work  mentioned  in  the 
department's  letter  it  is  taken  for  granted  that  the  general  manager 
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will  furnish  the  inspector  with  thjB  force  requisite  to  handle  such 
considerable  or  heavy  items  as  it  may  be  necessary  to  move  or  assemble 
in  order  to  secure  proper  inspection. 

Very  respectfully,  H.  N.  Manney, 

ReoT-Admirdly  U.  S,  Navy,  Retired. 
Bureau  of  Ek)uiPMBNT,  Navy  Department, 

Washington,  D.  0. 


18. 

Navy  Department, 
Washington,  D.  C,  April  Z7, 1909. 
Sm:  1.  In  obedience  to  the  orders  of  the  Navy  Department  No. 
4597-87  of  April  1,  1909,  I  have  visited  the  navy-yards  at  Ports- 
mouth, N,  H.,  Boston,  Mass.,  New  York,  N.  Y.,  Fmladelphia,  Pa., 
and  Norfolk,  Va.,  and  have  made  careful  inquiries  into  the  matters 
referred  to  me  for  examination,  and  have  the  honor  to  report  as 
follows: 

2.  At  each  navy-yard  I  was  given  all  facilities  and  assistance  possi- 
ble to  enable  me  to  understand  the  existing  conditions  and  practice. 

(a)  What  is  the  Bystem  by  which  the  inspector  of  ordnance  inspects  all  work  done 
in  the  navy-^rard  on  articles  under  cognizance  of  this  bureau?  What  record  is  kept 
of  his  inspection?  What  aasistance  has  he  in  making  inspection  and  in  recording  the 
work? 

3.  At  all  the  yards,  but  under  slightly  different  methods,  all 
ordnance  work  except  that  for  ships  in  commission  is  inspected  by 
the  inspector  of  ordnance;  in  all  yards  the  ships'  officers  of  ships  in 
commission  inspect  the  work  doing  for  the  ships.  In  one  yard  the 
ships'  inspection  officers  work  in  conjunction  with  the  ordnance 
inspector  of  the  yard  on  the  inspection  of  work  for  their  respective 
ships.  This  modification  is,  I  believe,  of  ^reat  advantage  to  the 
ships'  work^  and  should  be  generally  adopted.  Making  ships'  officers 
inspectors  is^  I  understand,  due  to  a^  recommendation  of  the  late 
commander  m  chief  of  the  battle-ship  fleet.  For  the  purpose  of 
inspection,  copies  of  the  job  orders  for  all  ordnance  work  are  sent  to 
the  inspector  of  ordnance,  and  these  are  intended  to  show  where  and 
when,  and  under  what  foreman,  the  job  is  done.  In  some  yards  this 
communication  is  prompt,  in  others  less  so^  but  it  is  to  be  expected 
that  all  will  be  prompt,  as  difficulties  will  arise  when  otherwise. 
The  inspection  is  mainly  to  determine  that  the  work  as  laid  out  is 
done  efficiently,  but  does  not  usually,  or  necessarily,  determine  that 
the  work  was  well  designed  or  was  even  necessary.  Access  to  the 
drafting  room  is  open  to  the  inspector  at  all  times;  but  an  assistant 
to  the  manager,  usually,  or  always,  an  assistant  naval  constructor, 
makes  all  reports,  reconmiendations,  and  estimates  under  ordnance, 
and  that  authority  makes  that  officer  the  responsible  factor  for  the 
work.  The  inspector  inspects  the  work  (approved  bv  the  manager) 
that  the  assistant  naval  constructor  decides  should  be  done  in  such  and 
such  a  manner.  In  many  cases  the  plans  will  undoubtedly  be  sub- 
mitted for  examination  by  the  inspector,  but  this  will  be  done  less 
and  less,  and  the  inspection  will  become  less  efficient.  The  records 
kept  by  the  inspector  amount  to  nothing;  he  O.  K.'s  job  orders,  or 
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declines  to  do  so.  His  principalL  assistants  in  the  actual  inspectioii 
must  be  from  the  manager's  force,  and  to  the  manager  these  aaaiai- 
ants  will  owe  their  loyalty  and  from  him  expect  their  rewards. 

4.(6)  What  aeeurances  has  the  bureau  that  all  work  in  connection  with  the  storage, 
care,  and  inntallation  of  all  fittings  or  outfits  pertaining  to  the  Bureau  of  Ordnance 
is  done  to  the  satisfaction  of  the  bureau  and  tnat  all  articles  of  ordnance  outfits  are 
kept  clean  and  in  good  condition? 

The  ordnance  stores,  technical  and  otherwise,  have  been  turned 
over  to  the  general  storekeeper.  The  technical  stores,  guns,  sights, 
mounts,  sm^I  arnris,  etc.,  are  now  under  the  care  ot  gunners  ana 
ordnance  men  precisely  as  they  were  before.  The  only  change  is  that 
now  a  paymaster  is  in  supervisory  charge  in  place  of  the  mspector 
of  ordnance.  This  seems  to  be  a  distinct  loss  in  efficiency  without 
any  corresponding  gain.  As  bjr  law  the  paymaster  can  exercise  no 
control  over  a  gunner,  difficulties  are  probaUe,  the  gunner  feefing 
that  the  paymaster  must  necessarily  know  little  or  nouiing  as  to  the 

E roper  care  of  such  articles,  and  resenting  instructions  from  one  who 
as  no  real  command  of  his  actions.  The  inspector  of  ordnance  is 
undoubtedly  free  to  visit  the  storehouses,  bui  he  has  no  real  authority 
or  real  means  of  inspection.  Inspection  by  courtesy  is  of  very  htiM 
value.  There  is  no  actual  consolidation  of  stores;  ordnance  stores 
are  at  least  generally,  and,  I  believe,  in  all  cases,  where  they  have 
been  for  years,  and  where  they  will  remain. 

5.  (c)  What  aa<^urance,  or  check,  has  the  Bureau  of  Ordnance  against  extravagance, 
wastefulnesp,  or  inaccuracy  in  the  performance  of  ordnance  work? 

Estimates  for  work  requested  by  a  ship  in  commission,  or  for  work 
on  board  a  ship  undergoing  repairs,  are  forwarded  through  the  in- 
spector of  ordnance,who  retains  a  copy  of  same,  but  is  not  a  party  to 
tne  preparation  of  the  estimates.  However,  after  the  work  is  begun  the 
inspector  of  ordnance  has  no  knowledge  or  information  as  to  the  real 
cost  of  same  other  than  the  monthly  report.  Ordnance  Form  No.  4, 
and  the  cards  **  Record  of  ship  work,"  whicn  are  forwarded  by  the 
manager  via  the  inspector  or  ordnance.  These  reports  show  the 
actual  expenditures  on  work  in  progress  during  the  preceding  month, 
and  can  be  of  no  value  to  the  inspector  of  ordnance  as  a  check  on  the 
cost  of  work  unless  he  is  furnisned  with  a  copy  of  same,  as  a  job 
frequently  is  carried  from  one  month  to  the  next,  in  which  case  there 
is  not  on  hand  the  figures  from  one  month  to  the  next.  The  mere 
forwarding  of  a  financial  report,  or  summary  of  a  cost  account, 
through  the  inspector  of  ordnance  can  hardly  be  considered  as  infor- 
mation suflicient  upon  which  to  base  an  opinon  as  to  extravagance 
or  inaccuracy  in  the  cost  of  work;  hence  there  is  no  real  check  on 
extravagance  or  wastefulness.  In  the  case  ef  ships  in  commission, 
there  will  probablv  be  better  inspection  than  heretofore,  but  this  has 
no  connection  with  the  system,  and  is  due  to  use  of  the  officers  of  the 
ships,  who  are  so  vitally  interested  in  the  work. 

6.  ((/)  WTiat  assurance  does  the  system  afford  that  the  inspector  of  ordnance  will 
gain  advantages?  from  the  educational  features  of  manufacturing  and  repair  work,  the 
mechanical  processes,  and  the  costs  involved,  so  that  they  may  be  relied  on  for  sug- 
gestions and  opinions  in  regard  to  the  development  and  improvement  of  oidnance 
outfits? 

The  system  does  not  afford  the  inspector  of  ordnance  or  his  assistant 
the  opportunity  of  gaining  the  advantages  of  the  educational  features 
of  the  manufacturing  and  repair  woik,  mechanicsJ  processes,  and  the 
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the  bureau.    The  inspector,  too,  may  be  made  a  scapegoat,  or  to 
appear  as  one,  when  aoubtful  matters  come  up. 

9.  (g)  Does  the  system  make  inspectorB  essential  to  the  navy-yard  administrationt 
or  does  it  tend  to  make  them  superfluous? 

While  I  believe  that  a  commissioned  line  officer  of  large  sea  experi- 
ence, familiar  with  the  needs  and  possibilities  on  board  ship^  is  abso- 
lutely essential  to  ordnance  in  a  proper  navy-yard  adntiinistration. 
this  system  will  so  thoroughly^  emasculate  inspectors  that  they  will 
disappear,  or  their  positions  will  become  sinecures  and  we  will  have 
a  fleet  whose  reason  for  existence  will  be  to  give  employment  to  a 
nonseagoing  population  at  numerous  navy-yards.  Inspectors  are 
never  appreciated  by  the  manafi;ement  anywhere,  and  at  private  ship- 
yards and  factories  are  only  able  to  maintain  themselves  by  the  terms 
of  the  contract  which  recite  very  specifically  their  rights  and  duties. 
The  inspector  for  the  department  at  these  private  establishments  has 
much  more  authority  to  compel  proper  work  and  much  more  assist- 
ance in  doing  so  than  is  accordea  any  inspector  in  our  yards. 

10.  (h)  Does  it  provide  for  the  detection  of  errors  or  mistakes  in  ordnance  work  by 
the  inspector  except  in  a  vague  and  uncertain  manner? 

Work  doin^  for  ships  in  commission  where  the  inspector  of  ord- 
nance works  m  conjunction  with  the  officers  of  the  ship  (this  is  only 
done  at  one  yard)  is  more  thoroughly  inspected  than  ever  before. 
The  ship's  officer  can  get  the  hearty  cooperation  and  assistance  of 
the  whole  available  force  of  the  ship  to  assist  him  and,  in  consultation 
with  the  ordnance  officer  of  the  yard,  surelv  will  do  good  inspection 
work.  How  amicably  this  system  will  work  is  not  certain,  but  I  be- 
lieve there  is  likely  to  be  complaint  of  interference  by  the  managing 
department.  For  ordnance  work  for  other  than  ships  in  commission, 
the  detection  of  errors  or  mistakes  by  the  inspector  will  be  more  or 
less  vague  and  uncertain  for  lack  of  criticfd  assistants.  His  assistants 
will  usually  be  those  who  would  be  really  in  a  measure  responsible 
for  the  errors  or  mistakes. 

11.  (t)  Is  it  possible  for  the  inspector  to  be  held  zesponsible  for  the  mistakes  of 
others  who  control  ordnance  work? 

It  may  be  often  difficult  to  determine  who  is  responsible  for  mis-  • 
takes,  but  it  will  be  rarely  difficult  to  determine  to  whom  credit  is 
due  if  things  go  well. 

12.  (j)  Does  the  system  tend  to  create  any  friction  between  the  inspector  and  the 
manager,  or  subject  the  inspector  to  humiliation  in  any  way? 

So  far  as  I  was  able  to  judge  there  is  every  effort  being  made  to 
carry  out,  in  good  faith,  the  orders  of  the  Navy  Department.  There 
mav  be  more  or  less  friction,  but  it  was  not  evident  to  me.  J  do  not 
feel  that  any  officer  can  be  humiliated  by  anyone  save  himself,  but 
surely  this  system  will  not  tend  to  minister  to  an  inspector's  self- 
esteem. 

13.  In  conclusion,  it  seems  to  me  that  there  is  a  fundamental  error  in 
the  oi^^anization  at  present.  In  private  yards — ^f or  instance,  at  New- 
port New5-;;-the  manager  is  not  a  technical  man.  He  happens  to  have 
been  a  civil  engineer  until  he  took  his  present  place.  lie  controls 
the  whole  plant.  There  is  a  hull  department  and  an  engine  depart^ 
ment,  with  their  various  subsidiaries  under  each.  Where  the  manager 
is  a  technical  man  he  does  not  usually^  if  ever,  act  as  head  of  a  tech- 
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meal  department  in  the  works.  He  is  manager  in  fact  as  well  as  by 
title.  In  the  steel  works  there  is  an  ordnance  department,  an  armor 
department,  a  merchant  work  department,  etc.,  each  with  a  separate 
shop  head,  and  each  of  which  is  under  control  of  the  manager,  wno  has 
no  special  department.  A  curious  instance  of  the  opposite  is  afforded 
at  one  navy-vard,  where  the  manager  has  taken  for  his  special  work 
the  former  auties  of  the  civil  engineer.  It  would  certainly  seem 
much  better  in  practice  to  have  that  particular  work  done  by  a  civil 
engineer.  In  fact,  the  present  system  seems  to  deprive  the  yard  of 
the  valuable  experience  of  ^  the  senior  naval  constructor  and  over- 
whelm him  with  nontechnical  duties.  One  manager  told  me  that 
it  took  him  two  houro  or  more  each  day  to  sign  his  mail,  and  that  it 
was  a  serious  curtailing  of  his  time.  In  the  same  yard  the  com- 
mandant said  he  could  sign  his  mail  in  ten  minutes.  The  command- 
ant should  be  what  is  usually  called  the  manager.  He  is  the  only 
one  to  whom  the  necessary  authority  can  be  delegated,  according  to 
law,  to  coordinate  the  work;  he  snould  control  completely  every- 
thinjs,  and  make  things  go  or  be  relieved.  It  seems  perhaps  para- 
doxical to  say  so,^  but  in  my  opinion  the  present  system  will  work 
less  efficiently  as  time  goes  on.  At  present  the  impetus  of  the  former 
system  keeps  the  work  going  more  or  less  smoothly,  but  as  ordnance 
foremen  and  mechanics  cease  to  be  specially  interested  in  ordnance, 
and  eng^eering  men  of  similar  grades  cease  their  close  and  constant 
connection  with  engineering  work,  they  will  become  less  efficient. 
When  a  works  is  small  it  is  usually  under  one  head,  who  does  manu- 
facturing and  repair  work  the  best  he  can,  but  if  the  location  and 
financial  management  are  ^ood  and  the  work  increases,  departments 
are  organized  and  separation  of  work  commences.  This  system  is 
attempting  the  opposite.  The  navy-yards  are  not  primarily  manu- 
facturing establishments,  but  are  repair  yards.  There  is  no  chance 
to  educate  men  to  do  the  same  thing  very  cheaply  because  it  is  an 
operation  to  be  repeated  thousands  of  times.  Work  of  repair  or 
alteration  is  always  very  expensive,  and,  dearly  as  it  costs  at  navy- 
yards,  it  would  cost  a  great  deal  more  and  oe  less  well  done  at 
private  yards.  Repair  work  is  the  main  support  of  some  great  private 
yards. 

Very  respectfully,  A.  R.  Couden, 

Rear-Admiral,  U.  S.  Navy,  Retired. 

The  Secbetart  of  the  Navy. 

(Through  Chief  of  Bureau  of  Ordnance). 


19. 


Office  General  Inspector  of  Machinery, 

U.  S.  Navy, 
New  YarJc,  N.  F.,  May  11, 1909. 
Sir:  1.  In  compUance  with  the  department's  orders  of  the  28th 
April  last,  No.  3111-34, 1  have  visited  the  navy-yards  at  Portsmouth, 
Boston,  New  York,  Philadelphia,  and  Norfolk,  and  reported  to  the 
commandant  at  each  navy-yard  for  special  temporary  auty  to  obtain 
certain  infonnation  desired  by  the  board  of  which  you  are  the  senior 
member. 
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2.  In  all  the  navy-yards  I  was  received  with  the  greatest  courtesy 
and  every  facility  afforded  me  for  obtaining  the  desired  information. 

3.  The  replies  to  the  inquiries  in  the  department's  letter  are  as 
follows: 

(a)  What  is  the  svBtem  by  which  the  inspector  of  machinery  inspects  work  done  in 
the  navy-yard  nnoer  the  cognizance  of  the  Bureau  of  Steam  Engineering?  What 
record  is  kept  of  his  inspections?  What  assistance  faae  he  in  makiM  inspections  and 
in  recording  the  work?  Does  he  inspect  all  work  done  for  the  Bureau  of  Steam 
Engineering? 

He  receives  a  copy  of  each  job  order;  in  some  yards  he  also  receives 
a  copy  of  the  order  directing  the  work;  in  some  yards  requests  for 
worK  are  forwarded  through  mm  for  opinion  and  recommendation;  he 
is  allowed  to  inspect  the  work  during  all  stages  and  on  completion;  if 
the  work  is  satisfactory,  he  O.  K/s  the  job  order  over  his  signature  and 
returns  it  to  the  manager;  if  unsatisfactory,  he  so  indicates. 

He  can  keep  a  record  of  his  inspections  by  card  index  or  any  method 
he  chooses.     Keeping  voluminous  records  in  his  office  is  discouraged. 

The  assistance  vanes  in  different  yards  on  account  of  the  different 
amounts  of  work  done  in  each ;  the  orders  are  that  the  inspector  shall  be 
given  ail  the  assistance,  clerical,  technical,  and  expert  that  the  proper 
performance  of  his  duty  requires.  Besides  the  inspection  of  work  in 
shops,  etc.,  the  inspector  is  reauired  to  look  after  the  steam  generar 
tors  in  the  yard,  serves  as  memoer  of  boards,  etc.,  and  requires  assist- 
ance in  some  of  these  duties. 

He  inspects  all  work  for  steam  engineering,  except  that  on  ships  in 
commission  where  the  inspection  is  by  the  ship's  officers.  In  most,  if 
not  all  yards,  the  inspector  confers  with  or  offers  his  services  to  the 
commanding  officer  of  the  vessel  for  such  advice  or  assistance  as  it 
may  be  iu  his  power  to  afford. 

(6)  What  assurance  has  the  bureau  that  work  done  by  its  directions  is  carried  out 
asdu^cted? 

The  passing  of  work  by  the  inspector  is  taken  as  proof  that  it  has 
been  done  as  directed. 

(c)  What  check  has  the  Bureau  of  Steam  Engineering  on  extravagance,  wasteful- 
ness, or  inaccuracy  in  the  performance  of  engineering  work? 

While  work  is  underway  in  the  shop  the  inspector  can  form  a  very 
fair  idea  of  its  cost  and,  if  excessive,  can  at  once  call  attention  to  it. 

The  inspector  does  not  know  the  total,  or  final,  cost  of  work  until 
after  its  completion  and  the  return  to  him  of  the  job  orders  with  the 
total  cost  entered  thereon. 

This  total  cost  includes  the  cost  of  material,  the  cost  of  actual 
labor  on  it,  and  also  what  are  called  the  "indirect  charges." 

Now,  these  indirect  charges  are  what  ordinarily  run  up  the  cost  of 
navy-yard  work,  and  with  them  the  inspector  has  nothing  to  do. 
He  can  of  course  call  attention 'to  them  after  the  work  is  completed 
and  state  whether  or  not  they  are  excessive,  but  more  than  tnis  he 
can  not  do. 

(d)  What  assurance  does  the  system  give  that  the  inspector  of  machinery  wjU  gain 
advantage  from  the  educational  features  of  manufacturing  and  repair  work,  the 
mechanical  processes,  and  the  costs  involved? 

Very  much  less,  in  mv  opinion,  than  when  in  direct  chaise  of  the 
work.    After  the  novelty  has  worn  off  one  naturally  takes  very 
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flBVch  leas  mtorost  when  one  is  merely  an  onlooker  than  when  one  is  a 
partidpant,  especially  when  one  with  a  voice  in  its  direction. 
'  As  i  undeistand  it,  howeTsr,  the  inspector  of  machinery  is  ordered 
to  this  duty  on  account  of  his  acknowledged  familiarity  with  these 
things,  and  instead  of  receiving  he  imparts  information. 

(e)  What  MBUiance  is  there  that  the  inspector  of  machinery  is  keeping  in  touch 
with  eooineenng  work  at  the  yaid,  and  to  what  extent  is  he  able  to  keep  the  bureau 
informed  of  the  condition  of  work  or  of  the  way  in  which  its  directions  have  been 
carried  out? 

This  most,  to  a  great  extent,  depend  on  the  personality  of  the 
officer.  All  his  reports  are  made  to  the  commandant,  who  informs 
Uie  bureau. 

(/)  Does  the  system  tend  to  maintain  sea!  among  inspectors,  or  does  it  tend  to 
encoimoe  a  perfunctory  perfonnance  of  duty? 

In  my  opinion  it  does  not,  for  the  reason  given  in  reply  to  question 
(flf). 

(g)  I>oes  the  system  tend  to  make  inspecUm  necessary  in  navy-yard  administra- 
tions, or  does  it  tend  to  make  them  superfluous? 

They  are  essential,  inasmuch  as  they  are  part  of  the  system. 

(k)  Dees  the  system  lend  itself  to  the  education  of  young  line  officers  along  the 
practical  side  of  engineering? 

In  mjr  opinion  it  certainty  does  not,  believing,  as  I  do,  that  the 
only  satisfactory  method  of  imparting  this  practical  information  is 
to  give  the  young  officer  charge  of  certain  work  under  the  super- 
vision of  an  experienced  and  competent  instructor  who  has  nad 
charse  of  similar  work.  This  is  of  course  impossible  in  any  system 
in  wnich  the  officer  with  the  requisite  experience  is  present  as  an 
inspector  only. 

(t)  Does  the  inspector  of  machinery  have  any  control  whatever  over  workmen 
engaged  upon  work  for  the  bureau? 

He  does  not,  except  that  in  case  he  sees  work  being  wrongly  done 
he  can  stop  it,  if  he  thinks  the  gravity  of  the  case  warrants  it,  and 
immediately  inform  the  manager. 

(j)  Does  the  system  tend  to  create  friction  between  the  inspector  and  the  manager? 

In  my  opinion  it  does,  for  it  can  not  be  expected  that  after  an 
officer  has  performed  the  duties  of  head  of  an  important  department 
in  a  navy-yard  to  the  satisfaction  of  the  Navy  Department  he 
should  view  with  great  pleasure  any  system  which  deprives  him  of 
an  initiative  and  direct  control  and  makes  him  only  inspector  of 
work  done  in  that  same  department  under  the  direction  or  another 
person;  and  if  the  manager  and  inspector  are  not  both  men  of  great 
tact  and  discretion,  and  their  assistants  not  gifted  with  self-restraint 
and  forbearance,  relations  are  very  hkely  to  oecome  strained. 

A  very  certain  cause  of  friction,  in  my  opinion,  would  be  for  the 
inspector  to  criticise  the  shop  methods^  if  he  felt  called  upon  to  do  so, 
and  state  that,  in  his  opinion,  the  indnrect  charges  on  a  job  were  too 
great  or  that  too  many  nonproducers  were  charged  against  it.  Both 
the  inspector  and  the  manager  would  be  governed  by  the  best  of 
motives  and  each  would  be  acting  for  the  best  interest  or  the  Govern- 
ment; each  would  believe  himself  in  the  right,  and  no  matter  how  the 
matter  finally  might  be  decided  one  of  them  would  feel  aggrieved. 
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It  must  be  said  to  the  credit  of  the  inspectors,  in  all  the  jards: 
visited,  that  in  not  a  single  case  was  there  evidence  shown  of  discon- 
tent or  of  nursing  a  grievance;  but  every  inspector,  without  excep- 
tion, was  using  his  best  efforts  and  endeavoring  bv  all  means  in  his 
power  to  cany  out  the  spirit  as  well  as  the  letter  of  the  department'a 
instructions  and  make  the  system  a  success. 

It  should  be  kept  in  mind  that  the  position  of  an  inspector,  accord- 
ing to  tlie  present  system,  in  a  navy-yard  is  somewhat  different  from 
that  of  one  at  a  building  yard.  In  the  latter  the  work  is  all  new  and 
is  minutely  and  clearly  described  in  the  specifications  and  the  inspect- 
or's duties  and  responsibilities  are  plainly  and  distinctly  defined;  he 
is  also  quite  certain  of  beine  upheld  by  the  department  in  case  of  a 
difference  of  opinion  with  the  contractors,  unless  he  is  undeniably  in 
the  wrong.  In  the  naiTV-yard,  where  the  work  is  mainly  repair,  it 
is  impossible  to  give  such  specific  instructions,  and  much  must  be  left 
to  the  ideas  of  the  individual.  The  inspector  and  the  assistant  in 
charge  of  the  work  may  have  different  ideas,  each  equally  good, 
perhaps,  and  if  the  matter  is  referred  to  the  head  of  department  he 
IS  pretty  certain  to  decide  in  favor  of  his  own  man,  which  is  not  always 
conducive  to  harmony. 

4.  In  compliance  with  the  paragraph  in  the  orders  which  directs 
that  my  report  be  accompanied  by  such  recommendations  as,  in  my 
judgment,  may  be  necessary  for  improving  conditions  I  do  not 
approve,  the  following  is  respectfully  subiyiitted: 

6.  In  my  opinion  the  efficiency  of  a  navy-yard  will  be  greatly 
increased  by  having  two  divisions,  or  departments,  for  the  perform- 
ance of  all  mechanical  work — a  department  of  hulls  and  a  department 
of  machinery.  At  the  head  of  eacn  department  should  be  a  specialist 
of  experience  and,  of  equal  importance,  who  is  also  a  man  of  executive  . 
ability.  This  is  the  organization  in  all  large  shipbuilding  yards  of 
which  I  have  knowledge  and  is  the  outcome  of  experience  as  to  the 
best  and  most  economical  methods  of  doing  work. 

6.  Each  head  of  department  should,  imder  the  commandant,  have 
entire  supervision  of  the  work  in  his  department;  he  should  also  be 

fiven  a  sufficient  number  of  assistants,  and  each  assistant  should 
ave  charge  of  a  definite  part  of  the  work  which  he  is  to  direct,  super- 
vise, inspect,  and,  just  as  important,  have  done  according  to  his  own 
ideas  except  in  very  exceptional  cases.  The  assistant  may  make  mis- 
takes, but  they  are  not  likely  to  be  serious,  and  he  will  not  make  the 
same  one  a  second  time.  A  young  officer  thus  placed  in  charge  will 
be  spurred  on  by  the  f eeliog  that  he  has  actual  authority  and  the 
desire  to  prove  tnat  his  ideas  and  methods  are  correct. 

7.  If  different  classes  of  work  are  done  in  some  of  the  shops,  as  is 
almost  certain  to  be  the  case,  there  should  be  an  assistant  who  is  a 
specialist  or  well  posted  in  each  class  of  work  placed  in  charge  of  it, 
both  to  avoid  friction  and  to  insure  its  proper  performance. 

8.  It  is  also  believed  that  there  shoula  be  but  one  accounting 
department  in  any  navv-yard,  and  that  aU  pay  rolls,  requisitions, 
etc.,  should  be  preparea  tnere.  In  the  manufacturing  departments 
time  books  should  be  kept  as  at  present,  and  turned  into  the  account-* 
ing  department  for  use  m  making  up  the  pay  rolls.  For  requisitions 
simply  the  quantities  of  articles  need  be  given  on  a  memorandum;  if 
of  ordinary  or  standard  Quality,  it  will  be  sufficient  to  so  state;  if 
of  particular  or  special  make  or  aesign,  detailed  specifications  should 
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accompany  the  memorandum;  when  power  tools  are  required  the 
specifications  should  be  so  drawn  as  to  avoid  describing  those  of  one 
particular  niake  when  possible. 

9.  The  only  books  it  is  considered  necessary  to  keep  in  the  manu- 
facturing departments  are  the  time  books  and  the  record  books  of 
computations  of  weight,  strength,  capacity,  size,  etc.,  always  kept 
in  tne  drawing  or  computing  rooms  of  similar  establishments.  To 
these  may  be  added  the  books  containing  records  of  efl&ciency. 
Very  respectfully, 

James  H.  Perrt, 
Captain,  TJ.  S.  Navy,  Retired. 

Rear-Admiral  Charles  S.  Spbrrt,  U.  S.  Navy, 

Senior  Member  of  Board, 
Navy  Department,  Washinffton,  D.  0. 


"8.J  CCopj.] 

-Navy-Yard,  Philadelphia,  Pa.,  March  IB,  1909. 

Sm:  The  manager  has  repeatedly  stated  that  "public  works"  is 
an  unwelcome  load.  The  load  is  unwelcome  for  three  principal 
reasons: 

(a)  Lack  of  technical  qualifications. 

(Jb)  Lack  of  interest  because  of  lack  of  technical  qualifications. 

(c)  It  prevents  undivided  attention  being  given  to  work  afloat, 
that  work  being  made  to  suffer  in  consequence. 

2.  The  force  necessarily  retained  by  the  inspector  of  public  works — 
clerk,  stenographer,  2  draftsmen,  2  subinspectors,  and  a  messenger — 
for  checking  plans,  making  vouchers,  correspondence,  and  actual 
work  of  inspection,  could  incidentally  make  all  designs,  specifications, 
and  estimates,  for  the  approximately  half  million  dollars'  worth  of 
work  now  authorized,  inasmuch  as  the  actual  labor  required  for 
the  performance  of  that  work  would  take  really  less  time  than  would 
be  required  for  looking  over  and  correcting  designs,  specifications, 
and  estimates  if  prepared  in  an  office  not  qualified  for  such  work. 
Any  expenditure  in  the  manager's  office  lor  the  preparation  of 
plans,  specifications,  and  estimates  for  "public  works  is  practically 
equivalent  to  so  much  money  thrown  away. 

3.  The  amount  of  $80,000  has  just  been  appropriated  for  "paving" 
and  "crane  track  extension;"  at  least  $15,000  and  a  great  deal  of 
time  will  be  saved  if  those  public  works  are  constructed  usin^  yard 
forces  and  facilities,  as  compared  with  the  cost  of  the  work  if  per- 
formed by  contract,  as  it  is  practically  impossible  to  make  yard 
facilities  available  for  contractor's  use.  It  is  extremely  important 
in  the  interest  of  the  vard  that  the  greatest  possible  area  shall  be 
paved  with  the  above  funds. 

4.  As  my  oath  of  office  requires  that  I  shall  work  to  the  best 
interest  of  the  service,  it  seems  proper  that  the  above  facts  should . 
be  submitted  for  your  consideration,  and  in  order  that  the  savings 
as  outlined  may  be  effected  it  is  recommended  that  the  civil  engineer 
be  charged  with  the  construction  of  public  works,  such  work  to  be 

21395-10 17 


Digitized  by  VjOOQ  IC 


258  PROPOSED  BMOTiQ/kTSlZATIOSf  OF  NAVY  BEPABTMBSTT. 

executed  with  yard  forces  rather  than  by  contract  when  conditiona 
warrant;  and  in  case  yard  forces  are  used  such  labor  be  carried  on  the 
manager's  rolls,  subject  to  the  direction  of  the  civil  engineer. 
Very  respectfully, 

H.  R.  Stanford, 
OivU  Engineer,  U.  S.  Navy^ 

[First  Indorsement] 

Navy-Yard,  Philadelphia,  Pa.,  March  IS,  1909. 

Subject:  Recommending  that  the  civil  engineer  be  placed  in 
charge  of  '^public  works  and  that  as  much  as  possible  be  done 
by  yard  forces  and  facilities  rather  than  by  contract. 

Respectfully  forwarded  for  the  consideration  of  the  Navy  Depart- 
ment. 

2*.  The  position  of  the  mani^er  with  relation  to  "public  works" 
is  very  accurately  and  trulv  stated  in  the  first  paraCTaph. 

3.  The  economies  which  would  result  if  "public  works"  were 
placed  under  the  cognizance  of  the  civil  engineer  rather  than  under 
the  manager  appear  to  be  conservatively  estunated  as  outlined  in  the 
second  and  third  parapraphB,  and  seem  fully  justified,  judging  from 
recent  operations  at  this  yard  previous  to  the  reorganization  of  the 
yard  methods. 

4.  The  commandant  bv  training,  experience,  and  position  is  best 
qualified  to  determine  what  "public  works"  are  necessfurv  for  yard 
operations  and  needs,  and  also  to  determine  the  best  general  character 
and  methods  of  construction  for  such  improvements.  The  mani^er, 
the  naval  constructor,  is  technically  trained  in  and  skilled  in  the 
mechanical  processes  peculiar  to  ^p  work,  but  is  in  no  sense  a  civil 
en^eer.  The  civil  engineer  is  specially  trained  to  solve  problem 
incident  to  "public  works"  construction.  Efficiency  and  good 
management  require  that  men  shall  operate  in  their  special  fields, 
and  navy-yard  work  should  be  no  exception  to  that  commercially 
recognized  principle.  The  commandimt  and  the  civil  engineer  should 
be  charged  with  and  held  responsible  for  "public  works." 

5.  Recommendations  made  in  the  last  paragraph  of  the  attached 
letter  are  earnestly  recommended  for  the  approval  of  the  department, 
as  it  is  believed  that  such  action  will  elimmate  one  of  the  weakest 
features  of  the  system  which  is  now  in  operation,  and  will  result  in 
material  economies  and  benefits. 

E.  E.  Pendleton, 
Bear-Admiral,  U.  S.  Navy,  OommandanL 


20. 


Department  of  the  Navy, 

Washington,  D.  C,  June  17, 1909. 

MEMORANDUM  FOR  THE   SECRETARY  OF  THE   NAVY. 

Referring  to  the  verbal  instructions  of  the  Secretary  of  the  Navy 
with  respect  to  proposed  "Changes  in  Navy  Regulations  No.  4."  the 
Chief  Constructor  and  the  Engmeer  in  Chief  have  fully  conBidered 
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the  pfoposed  amendments  to  articles  893,  1157,  1175,  1263,  1269, 
1548,  1572,  1578,  and  1580,  therein  noted,  and  propose  in  lieu- thereof 
and  as  a  substitute  therefor  the  following,  which  should  appear  as 
additional  paragraphs  in  article  1578,  which  defines  the  duties  of  the 
manner: 

(12)  There  shall  be  in  the  manufacturing  department  of  each  navy- 
yard  a  division  of  construction  and  a  division  of  engineering,  both 
under  the  direction  of  the  manager. 

(13)  Wherever  practicable,  the  division  of  construction  shall  be  in 
charge  of  the  naval  constructor  next  in  rank  to  the  manager.  The 
work  of  this  division  shall  embrace  that  heretofore  known  as  "con- 
struction work,''  and  shall  include  all  shops  heretofore  assigned  to 
such  work. 

(14)  The  division  of  engineering  shall  be  in  charge  of  a  line  officer, 
junior  in  rank  to  the  manager,  who  has  had  experience  in  the  engi- 
neering department  of  ships  or  the  fleet.  The  work  of  this  division 
shall  embrace  that  heretofore  known  as  "engineering  work,"  and 
shall  include  all  shops  heretofore  assigned  to  such  work. 

Very  respectruUy, 

W.  L.  Capps, 
Chief  Constructor  y  U.  S.  Navy,  Chief  of  Bureau. 

H.  I.  Cone, 
Engineer  in  Chief  U.  S.  Navy,  Chief  of  Bureau. 


21. 

No.  3»-680.] 

United  States  Navy- Yard, 

Norfolk,  Va,,  May  11,  1909. 
Sir:  1.  The  commandant  incloses  the  views  of  Captain  Stuart  as  to 
the  duties  and  responsibilities  that  should  pertain  to  the  office  of 
the  captain  of  the  yard.  The  commandant  believes  that  the  regu- 
lations should  be  so  worded  that  the  captain  of  the  yard  should  be 
next  in  rank  to  the  commandant  and  act  as  commanding  officer  in 
his  absence.  He  should  in  this  capacity  perform  the  duties  now 
assigned  to  the  manager  of  the  manufacturing  department.  He 
should  have  such  assistance  from  the  officers  for  the  supervision  of 
all  the  technical  work,  to  be  divided  amongst  the  naval  constructors, 
officers  trained  for  engineering  duty,  officers  familiar  with  electrical 
work,  and  civil  engineers  as  may  be  necessary  to  supervise  the  manu- 
facturing done  at  the  navy-yards,  the  erection  and  repairs  to  buildings, 
roads,  sea  walls,  dry  docks,  etc. 

2.  The  anomaly  of  the  position  of  ship  keepers  at  this  yard,  who 
receive  24  cents  per  day  more  than  the  watchmen,  and  whose  appoint- 
ment is  less  carefully  supervised  as  to  qualifications,  was  brought  to 
the  attention  of  the  Kavy  Department  in  a  letter  dated  June  25,  1908, 
copy  appended. 

3.  A  navy-yard  is  from  force  of  circumstances  a  military  station. 
At  this  navy-yard  there  are  now  employed  in  the  neighborhood  of 
3,000  civihan  employees,  at  the  same  time  there  are  more  than  5,000 
officers  and  men  of  the  Navy  and  Marine  Corps  at  the  station.  The 
separation  of  the  civil  establishment  from  the  naval  (miUtary)  estab- 
liBoment  is  impracticable,  and  the  control,  except  in  the  hands  of  line 
officers,  would  result  in  undoubted  confusion  and  further  friction. 
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4.  The  commandant  believes  thai  the  responsibility  for  the  care  of 
buildings  and  grounds  should  be  with  the  captain  of  the  yard  under 
the  conunandant,  he  having  the  necessary  technical  assistance  from 
the  civil  engineers.  The  old  system  by  which  the  department  of 
yards  and  docks  was  run  hj  the  civil  engineers  should  not  be  the  new. 

5.  Excepting  where  it  is  impossible  owing  to  local  conditions,  plans 
for  buildings  and  improvements  should  be  made  at  a  central  ofnce  in 
Washington.  Then  naving  been  forwarded  for  inspection  and  criti- 
cism to  the  navy-yard,  in  due  time  the  responsible  officer  and  expert 
from  Washington  should  visit  the  navy-yard  in  order  to  reconcile 
any  differences  of  opinion  and  prevent  the  delays  of  correspondence 
and  repeated  transmission  of  documents. 

6.  Tne  fifth  paragraph  of  Captain  Stuart's  communication  is 
indorsed  by  the  conmiandant. 

7.  Duty  at  navy-yards  is  not  generally  sought.  More  officers 
could  be  employed  advantageously,  especially  if  quarters  were  avail- 
able to  house  tnem  within  the  limits  of  the  navy-yard.  Regard  for 
rank  adds  to  military  efficiency  generally,  but  the  number  of  officers 
available  for  duties  at  the  navy-yard  are  generally  insufficient.  A 
roster  of  the  officers  now  in  Washington,  snowing  where  they  have 
performed  their  shore  duty,  say,  in  the  last  ten  years,  might  be 
mstructive  to  the  Secretary. 

Very  respectfully,  E.  D.  Taussig, 

Rear-AdmirdLy  U,  S.  Navy,  Commandant. 

The  Secretaby  of  the  Navy, 

Washington,  D,  C, 


Unitbd  States  Navy- Yard, 

Norfolk,   Fo.,  May  11,  1909. 
Sib:  In  compliance  with  verbal  instructions  received  from  the  honorable  Secretary 
of  the  Navy,  I  nave  to  submit  to  the  Navy  Department  my  views  as  to  the  duties  and 
responsibilities  that  should  pertain  to  the  office  of  the  captain  of  the  yard: 

2.  The  duties  of  the  captain  of  the  yard  should  be  made  so  responsible  and  important 
that  the  detail  would  be  sought  for  instead  of  being  avoided  as  it  now  is.  As  the 
officer  next  in  rank  to  the  commandant  and  his  successor  durine  absence  or  illness, 
he  should  be  kept  informed  of  all  work  authorized  or  ordered,  and  it  should  be  otade 
his  particular  duty  to  make  freauent  inspections  of  all  shops  and  storehouses  to  see 
that  work  is  being  prosecuted  witn  vigor;  if  he  finds  that  there  is  a  lack  of  zeal  or  unnec- 
essary delay  in  the  performance  of  work,  it  should  be  his  duty  to  first  call  the  attention 
of  the  officer  in  charge  to  this  lack  of  zeal  or  delay,  and  then,  if  necessary,  report 
the  facts  to  the  commandant,  so  that  immediate  steps  can  be  taken  to  correct  such 
faults. 

3.  In  accordance  with  the  present  Navy- Yard  regulations,  there  are  two  sets  of 
watchmen  at  the  Norfolk  yard.  The  regular  watch  force  is  under  the  supervision  of 
the  captain  of  the  yard,  and  consists  of  2  captains  of  the  watch  and  9  watchmen, 
all  of  whom  are  appointed  by  the  Secretary  of  the  Navy  under  civil-service  rules. 
There  are  employed  bjr  the  construction  and  repair  department  a  force  of  1  quarterman 
shipkeeper  and  19  shipkeepers,  all  of  whom  are  certified  for  employment  by  the 
labor  board.  These  men  are  detailed  by  the  naval  constructor  to  patrol  the  yard 
and  inspect  buildings,  very  few  of  them  being  employed  on  the  legitimate  duty  of 
^ipkeepers,  but  are  in  met  watchmen  pure  and  simple.  My  experience  at  the 
Norfolk  Navy- Yard  haa  convinced  me  that  these  shipkeeper  watchmen  are  not  reli- 
able. I  think  that  all  watchmen  at  the  yard  should  be  appointed  by  the  Secretary 
under  civil-service  rules  and  that  they  should  be  under  the  direct  sunervision  of  the 
captain  of  the  yard,  that  officer  to  make  such  details  for  duty  as  shipkeepers  as  may 
become  necessary  from  time  to  time.  The  captain  of  the  yard  shoula  be  held  respon- 
sible for  the  care  and  preservation  of  all  ships  out  of  commission,  and  ail  instructions 
to  shipkeepen  should  come  from  him.    These  shipkeepen  aro  a  part  of  the  night  fire 
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force,  and  under  the  present  eetablished  Bystem  at  the  Norfolk  yard  it  is  difficult 
(if  not  impossible)  for  the  captain  of  the  3rard  to  make  up  an  inteUi^nt  fire  bill  for 
night  work.  This  division  of  responsibility  r^^arding  a  watch  force  is  disorganizing 
to  discipline  and  police  r^ulations. 

4.  Since  the  inauguration  of  the  new  system  of  management  at  navy-yards,  it  has 
become  very  difficult  for  the  captain  of  the  Norfolk  vard  to  have  his  instructions 
carried  out  regarding  the  care  ana  preser\'ation  of  buildings  and  grounds;  no  trouble 
of  this  kind  was  experienced  with  the  former  department  of  yaras  and  docks.  In 
my  opinion  the  navy-yard  buildines  and  pounds  would  be  better  cared  for  if  again 
placed  under  the  supervision  of  the  civil  engineers,  or  else  a  (minor)  department 
of  buildings  and  grounds  established  with  the  captain  of  the  yard  as  its  head.  If 
either  of  these  plans  should  be  adopted,  I  feel  that  the  work  referred  to  in  this  para- 
graph would  be  carried  out  more  expeditiously  and  economically.  Under  the  former 
system  it  was  only  necessary  for  the  captain  of  the  yard  to  convey  his  instructions 
over  the  telephone  to  have  the  work  promptly  performed;  now  he  must  make  out 
written  rec^uests  to  the  manager  of  the  manu&icturing  department  in  order  to  have 
the  most  simple  work  done.  These  written  requests  often  disappear,  or  else  they  are 
considered  by  the  manager  of  little  importance  and  are  given  no  attention;  at  any 
rate;  the  work  requested  is  frequently  left  imdone.  My  past  experience  of  three 
years'  duty  as  officer  in  chaige  of  buildings  and  grounds  at  Annapolis  serves  to  con- 
vince me  that  this  duty  can  not  be  properly  performed  by  a  naval  constructor  unless 
he  n«rlects  his  paramount  duty,  wnicn  is  to  build  and  repair  ships. 

5.  U  the  present  system  of  organization  at  this  yard  is  to  continue,  it  is  my  belief 
that  the  captain  of  the  yard  should  be  made  manager  of  the  consolidated  departments 
and  that  he  should  be  subordinate  to  the  commandant  only  in  the  general  manage- 
ment of  the  yard;  he  should  be  especially  selected  for  this  duty  and  should  be  held  to 
a  strict  responsibili^  for  its  proper  performance.  It  is  necessary  to  have  in  a  manager 
general  administrative  qualities,  and  these  are  an  important  part  of  a  line  officer's 
education  and  continuous  training. 

6.  It  may  be  that  I  have  misconstrued  the  instructions  of  the  Secretary,  and  in  para- 
graph 4  of  my  letter  have  dwelt  too  much  on  the  subject  of  buildings  ana  grounds,  but 
their  condition  is  of  great  importance  to  the  efficiency  and  economy  of  yard  work; 
if  80,  I  beg  that  the  Secretary  will  pardon  the  fault.  The  duties  of  the  captain  of  the 
yard  are  so  closely  connected  with  those  of  yards  and  docks  that  I  naturally  feel  more 
interest  in  them,  and  on  account  of  past  experience  and  duty  feel  better  qualified 
to  form  an  opinion  as  to  the  beet  manner  of  carrying  out  such  auties. 

Very  respectfully, 

Dan.  D.  V.  Stuabt, 

Captain^  U,  S.  Navy^ 

Captain  of  the  Yard, 
The  Skcbbtabt  of  the  Navt, 

Navy  Department^  Washington,  D.  C. 
(Through  the  Commandant.) 


United  States  Navy-Yard, 

iVor/bft,  Va.,  May  17,  1909. 

MEMOBANDUH   FOB  THE   SECRETARY  OF  THE   NAVY. 

The  revised  statements  of  the  officers  taken  during  the  inspection 
of  the  Secretary  May  15  are  forwarded  herewith. 

The  commandant  has  refrained  from  any  comments  on  the  state- 
ments of  the  officers  concerned,  even  where  he  diflFers  therefrom,  as 
it  is  assumed  that  the  Secretary  desires  to  have  the  independent 
impressions  of  the  officers. 

The  commandant  has  copies  of  their  statements  and  will  forward 
remarks  thereon  if  the  Secretary  desires. 

E.  D.  Taussig, 
Rear-Admiral,  U,  8.  Navy,  Commandant, 
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INSPBCnOK  OF  nrB  navt-tard  prc^bk. 

Secretary  Meyer.  Admiral  Taussig,  will  you  state  briefly  how  the  inspection  at  this 
yard  differs  from  that  at  New  York? 

Admiral  Taussiq.  As  I  understand  it,  at  the  New  York  yard  the  inspectors  of  the 
yard  have  nothing  to  do  with  the  inspection  of  work  on  ships  in  commission,  but 
recently  the  commandant  has  issued  an  order  by  which  the  inspectors  of  the  yard  once 
a  week  go  on  board  the  ships  in  commission  and  present  the  conunandant's  compli* 
ments  and  make  inquiries.  In  the  Norfoljc  yard  tne  commandant  directed  the  com- 
manding  officers  of  ships  to  send  their  representatives,  generally  the  heads  of  depart- 
ments, with  orders  to  report  to  the  commandant  as  inspectors  of  work  on  board  their 
respective  ships,  and  all  these  inspectors  were  directed  to  report  to  the  inspectors  of 
the  yard.  They  are  de  facto  subinspectors  under  the  inspectors  of  the  yard.  The 
ordnance  officer  of  the  ship  reports  to  the  inspector  of  steam  engineering.  A  job  order 
of  the  fiMps  in  commission  ^oes  not  only  to  the  inspector  of  the  yard  but  to  the  com- 
manding officer,  who  refers  it  to  the  inspector  of  that  department  on  board  ship.  The 
ship  inspecting  officer  does  the  inspection  of  the  work,  and  in  the  matter  ot  repairs 
he  hanalee  them  without  any  further  reference  to  the  yard  inspector.  The  yard 
inspector  goes  on  board  frequently  and  ascertains  the  condition  of  the  work.  When 
it  comes  to  any  alteration  or  change,  mv  rule  is  that  that  must  be  paissed  upon  inva- 
riably by  the  inspector  of  the  yard,  anu,  after  it  is  reported  by  him  it  goes  on  to  the 
bureau  concemea.  There  has  been  no  trouble  or  hitch  here  at  this  yard.  Every- 
thing has  worked  smoothly.  In  order  to  further  facilitate  the  work,  I  have  the  inspect- 
ors  and  the  manager  come  in  every  Monday,  and  as  much  oftener  as  necessary,  and 
I  find  out  the  status  of  the  work  on  every  ship  under  repairs.  I  ask  questions,  etc. 
On  Tuesday  mornings  the  captains  of  the  ships  come  in  with  their  weekly  reports 
of  all  the  job  orders,  and  the  manager  comes  in  and  thev  go  over  them  in  my  pres- 
ence. If  there  is  anything  to  settle,  I  settle  it  right  on  tne  spot.  That  saves  a  great 
deal  of  correspondence.  The  manager  comes  to  the  commandant's  office  nearly  every 
day  for  consultation. 

Secretary  Meier.  I  understood  you  to  say  that,  in  your  iudgment,  the  weakness 
of  having  the  naval  constructor  the  manager  was  that  it  made  as  manager  the  repre- 
flentative  of  one  bureau  only. 

Admiral  Taussig.  The  commandant  is  of  the  opinion  that  the  most  serioiis  defect 
in  tills  inspection  is  that  the  manager  of  the  manufacturing  department  is  at  the  same 
time  largely  the  representative  of  tne  only  bureau  concerned  in  shipbuilding  that  has 
not  a  regularly  appointed  inspector.  The  inspection  of  the  work  under  construction 
and  repair  is  partly  done  by  the  other  inspectors;  that  is,  machinery,  equipment,  and 
ordnance,  and  it  is  partly  done  by  a  lieutenant  in  charge  of  the  machinist's  school, 
none  of  whom,  however,  are  furnished  with  the  job  orders  as  is  the  case  with  the  work 
under  the  cognizance  of  the  bureaus  of  Steam  Engineering,  Eouipment,  and  Ord- 
nance; that  is,  the  yard  inspectors  look  only  to  the  accompUshea  work  that  pertains 
to  the  Bureau  of  Construction  and  Repair  as  far  as  it  has  any  bearing  on  the  specific 
work  pertaining  to  the  respective  bureaus  of  Steam  Engineering,  Equipment,  and 
Ordnance.  The  appointment  of  an  inspector  of  construction  and  repair  work  is  essen- 
tial; the  lack  of  such  an  appointment  at  present  is  not  conducive  to  continued  effi- 
ciency. 

The  Secretary's  attention  is  invited  to  the  commandant's  letter  of  April  17,  1909, 
No.  35-127,  to  tne  Assistant  Secretary  of  the  Navy. 

Admiral  Taussig.  It  has  been  impracticable  at  various  times  to  carry  out  the  de- 
partment's wishes  regarding  the  completion  of  vessels;  for  instance,  the  date  of  complet- 
ing the  lotoa  has  been  fixed  three  or  four  times  since  I  have  been  here.  The  first  date 
the  Navy  Department  wanted  to  have  her  was  last  Auj^t,  then  last  December,  then 
the  Ist  of  April;  now  the  date  of  completion  is  indefinite. 

Secretary  Meyer.  And  the  reason? 

Admiral  Taussig.  One  reason  is  that  we  have  not  enough  draftsmen.  We  were 
ordered  to  stop  work  on  her  by  Secretary  Newberry  for  lack  of  draftsmen. 

Secretary  Meter.  Which  bureau  is  to  blame  for  not  having  furnished  the  drafts- 
men? 

Admiral  Taussig.  Construction  and  Kepair,  Steam  Engineering,  Equipment,  and 
Yards  and  Docks. 

Secretary  Meter.  Is  that  so  in  all  yards? 

Admiral  Tausi^ig.  I  do  not  know  positively,  but  am  inclined  to  think  it  is.  The 
commandant  had  some  conversation  with  Mr.  Curtis,  the  chief  clerk  of  the  Navy  De- 
partment, on  the  subject  when  he  was  last  in  Washington.  There  is  a  di  Terence  of 
opinion  between  the  chief  clerk  and  the  commandant  on  the  subject.  The  com- 
mandant may  employ  any  number  of  additional  mechanics  at  any  time  he  needs  them. 
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but  he  may  not  employ  a  angle  draftaman  without  going  to  the  Secretary  of  the  Navy. 
We  have  certain  work  on  the  Iowa  which  we  can  not  start.  We  do  not  know  what 
material  we  want  until  we  get  the  plans.  It  takes  sometimes  man^^  weeks  before  tiie 
plans  are  approved,  and  the  preparation  of  the  requisitions  for  material  must  wait  until 
the  plans  are  approved.  We  can  not  go  into  the  market  as  a  private  corporation  can 
for  material .  It  takes  months  sometimes  to  get  the  material .  The  case  of  the  prepara- 
tion of  the  Iowa  is  only  one  in  point.  The  Navy  Department  wants  the  lotva  and 
directs  the  time  of  completion,  the  commandant  writes  back  that  it  is  impossible, 
the  plans  are  not  ready,  the  material  is  not  on  hand,  and  thenavy-vard  must  have  a 
certain  time  to  do  the  work  and  can  not  begin  the  work  without  plans  and  material 
on  hand. 

Secretary  Mbtsb.  Has  the  department  been  informed  of  your  lack  of  draftsmen? 

Admiral  Taussig.  Yes,  repeatedly.  Mr.  Newberry  was  intending  to  visit  the  3rard 
here  just  before  he  left  office,  and  I  wrote  him  a  letter  on  the  subject  of  draftsmen, 
expecting  him  to  visit  the  yard  and  see  the  situation  himself.  But  he  did  not  come. 
Beginning  the  following  week  after  you  took  <^ce,  we  had  orders  to  continue  woik 
we  had  stopped  under  Mr.  Newberry,  and  I  asked  for  more  draftsmen.  On  April  10, 1 
again  communicated  with  the  department,  sending  a  communication  directly  to  you 
on  the  subject  of  more  draftsmen;  nothins  has  been  heard  of  it  excepting  that  within 
the  past  week  a  third-class  draftsman  at  Pensacola  has  asked  for  transfer  to  this  yard, 
which  is  about  to  be  nanted. 

Secretary  Meybb.  Do  you  feel  from  your  experience  here  that  the  title  of  the  naval 
constructor  should  not  be  *' manager,''  because  the  real  manager  and  head  is  the 
commandant? 

Admiral  Taussig.  In  the  minds  of  those  not  familiar  with  the  regulations  of  the 
yard,  the  term  manager  is  liable  to  be  confused  with  that  of  commandant. 

Secretary  Meter.  And  I  suppose  letters  go  to  the  manager  which  should  come  to 
the  commandant? 

Admiral  Taussig.  Official  letters  from  the  department,.  I  believe,  come  through 
the  commandant. 

Secretary  Meter.  Your  suggestion  as  to  the  title  would  be  what? 

Admiral  Taussig.  Manufacturer. 

Secretary  Meyer.  With  reference  to  a  {)rivate  shipyard,  what  would  the  title  be? 

Admiral  Taussig.  In  the  New  York  shipbuilding  yard  there  is  a  general  manager. 
The  president  is  a  different  thing. 

Secretary  Meter.  Are  you  satisfied  in  your  mind  that  construction  and  repair  and 
steam  engineering  should  be  consolidated?  Let  me  put  the  question  in  another  way. 
Do  you  think  the  best  results  would  be  obtained  by  naving  a  hull  division  and  a  ma- 
chinery division? 

Admiral  Taussig.  That  was  my  expectation — as  a  reasonable  method  of  conducting 
the  yard.  It  does  not  appear  to  me  that,  with  the  limited  assistance  now  given  to 
the  naval  constructor,  he  can,  under  present  circumstances  g|et  that  expert  opinion 
and  advice  from  his  foremen  and  mechanics,  nor  is  he  in  sufficiently  close  toucn  with 
the  inspectors  to  enable  him  to  perform  as  efficiently  work  on  ships  not  in  commission, 
or  ships  building,  as  could  be  done  if  he  had  more  technical  aid. 

Secretary  Meter.  If  you  had  a  hull  division  and  a  machinery  division,  who  would 
be  the  head  over  those  two? 

Admiral  Taussig.  If  you  picked  out  the  right  captain  of  the  yard,  he  would  be 
the  right  man. 

Secretary  Meyer.  You  think  the  duties  of  the  captain  of  the  yard  should  be  en- 
larged? 

Admiral  Taussig.  Yes,  sir. 

Secretary  Meyer.  Wouldn't  it  be  impossible  to  find  a  captain  of  the  ytird  who 
would  have  the  technical  knowledge  required  to  be  over  both  a  hull  and  a  machinery 
division? 

Admiral  Taussig.  It  does  not  require  a  technical  knowledge  any  more  than  jrou 
have  to  be  a  technical  man.  I  am  not  a  technical  man,  yet  I  frequently  decide 
technical  questions.  My  rule  is  wherever  the  manager  fails  to  recommend  every- 
thing the  commanding  officer  wants,  I  send  for  the  commanding  officer,  and  if  he  has 
any  amiment  to  bring  forth  why  it  should  be  approved,  I  sometimes  approve  it  even 
when  Uie  manager  does  not  recommend  it. 

Secretary  Meyer.  If  you  had  a  hull  division  and  a  machinery  division,  how  would 
you  ffo  to  work  to  organize  it,  and  would  it  mean  many  changes  ? 

Admiral  Taussig.  It  would  mean  considerable  changes.  Every  bureau  has  some 
machinery.  In  the  old  days  we  steered  by  a  hand  wheel.  \Mien  we  changed  to 
electricity  and  steam  the  Bureau  of  Construction  and  Repair  had  steerine  engines 
put  under  them.    Because  the  Bureau  of  Equipment  started  the  electrical  DusinesB, 
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they  spread  out  and  had  all  the  matteTB  relating  to  electricity  put  under  them.  My 
idea  is  that  the  constructon  should  build  the  hull.  Machinery  of  all  kinds  should 
be  under  one  bureau;  the  solid  construction  under  another  bureau.  It  is  my  per- 
sonal opinion  that  the  supply  of  all  loose  material  could  well  be  placed  under  a  third 
bureau,  say,  equipment,  out  that  does  not  mean  that  there  should  be  three  different 
manufacturing  plants  in  the  yard.  The  manufacturing  should  be  done  under  the 
direction  of  me  manager  as  one  manufacturing  plant.  We  have  a  most  excellent 
man  here — ^Mr.  Watt— and  things  have  gone  along  nicely.  The  orders  were  to  make 
the  scheme  work,  and  we  have  made  it  work. 

Secretary  Meyer.  In  case  we  should  eventually  adopt — as  commercial  yards  have — 
a  hull  division  and  a  machinery  division,  would  this  work  of  consolidation  be  a  step 
toward  it  or  would  it  be  simply  so  much  energy  lost? 

Admiral  Taussig.  It  would  be  a  step  toward  it  on  the  whole.  The  only  change  I 
would  make  in  the  present  scheme  would  be  in  putting  in  as  manager  one  who  has 
nothing  to  do  with  any  bureau.  The  objections  to  the  naval  constructor  being  man- 
ager I  put  in  fully  in  my  letter  to  the  Assistant  Secretary. 

Secretary  Meter.  Your  chief  reason  is  based  on  the  ground  that  it  puts  in  as  man- 
ager a  man  who  has  been  employed  in  one  bureau  only  and  whose  Imowledge  must 
necessarily  be  more  familiar  with  that  bureau  than  wiUi  all  the  requirements  of  the 
manager  as  a  whole? 

Admiral  Taussig.  It  depends  upon  the  personality  of  the  commandant.  I  have 
told  the  officers  imder  my  command  that  thev  must  get  together.  For  instance,  I 
have  ordered  boards  where  I  found  there  would,  be  a  di  Terence  of  opinion  and  I  have 
said  to  them,  ''You  will  sta^r  together  until  you  give  me  a  unanimous  report." 

Secretary  Meter.  You  think  the  manager  should  be  the  commandant? 

Admiral  Taubsio.  He  should  be  in  complete  control  with  the  head  of  the  manu- 
facturing department  as  the  second  in  command. 

Secretary  Meter.  And  the  captain  of  the  yard's  duties  should  be  increased? 

Admiral  Taussig.  Yes,  sir. 

Secretary  Meter.  There  ^ould  be  special  attention  given  to  the  selection  of  a 
captain  of  the  yard? 

Admiral  Taussig.  Yes,  sir.  I  will  tell  you  why.  As  a  rule  officers  prefer  duty 
that  does  not  require  them  constantly  to  wear  the  uniform.  As  a  rule  officers  do  not 
want  to  go  to  navy-yards;  they  prefer  duty  in  Washington  or  duty  that  does  not  require 
them  to  have  quarters.  As  a  rule  officers  do  not  want  duty  south  of  the  Potomac. 
There  are  manv  officers  who  have  had  practically  no  navy-yard  duty.  As  a  rule  none 
has  been  sought  excepting  duty  at  the  Washington  Navy- Yard.  In  consequence, 
generally  the  officers;  who  for  the  many  reasons  that  control  the  selections  of  per- 
sonnel— ^personal  (jualitiee,  family  considerations,  social  and  political  influence — 
succeed  in  obtaining  the  more  desirable  duties,  leaving  the  nayy-vard  selections  to 
the  remainder— the  "common  herd.'*  In  the  past  three  years  1  believe  the  New 
York  yard  has  had  six  captains  of  the  yard. 

Secretary  Meter.  It  is  important,  it  seems  to  me,  that  the  commandant  should 
have  sufficient  tenure  of  office. 

Admiral  Taussig.  Not  less  than  two  years,  and  preferably  three  or  four.  The  com- 
mandant should  be  selected  for  his  administrative  capacity  and  not  because,  as  is 
frequently  the  case,  he  has  not  been  able  to  land  any  one  of  the  more  desirable 
positions. 

**  The  Secretary's  attention  is  invited  for  the  opinion  of  such  officers  as  he  might 
consult  in  the  matter  of  the  inspection  of  ships  not  in  commission.  It  would  be  a> 
matter  of  economy,  in  the  opinion  of  the  commandant,  to  order  at  least  one  and  pos- 
sibly more  officers  for  duty  in  connection  with  such  ships  underline  repairs  or  altera- 
tions, whose  duties  should  be  that  of  the  inspection  of  the  work  mvolvea  thereon,  and 
who  should  be  assigned  to  such  inspection  with  a  view  to  being  assigned  to  duty  on 
that  ship  when  commisiHioned.  While  this  change  of  duties  of  the  inspectors  would 
apparently  relieve  the  inspecting  officers  now  on  duty  at  the  vard,  say,  equipment, 
ordnance,  and  possibly  engineermg,  of  some  of  their  specific  auties  as  inspectors,  it 
would  not  relieve  the  yard  of  the  necessity  of  having  two  or  more  of  these  officers  on 
duty  because  the  navy-yard  is  a  military  station.  There  are  more  than  5,000  enlisted 
men  now  at  this  station.  The  regulations  properly  require  that  an  officer  shall  be  on 
duty  at  the  station  at  all  times.  This  officer  must  be  a  line  officer  and  he  should  live 
in  me  yard;  at  the  same  time  he  is  available  for  the  inspection  duties  he  now  per- 
forms."   (Extract  from  commandant's  letter  to  Assistant  Secretary  of  April  17,  p.  17.) 

The  military  duty  of  the  officers  at  the  navy-yard  is  restricted  to  such  few  officers 
rhat  it  becomes  irkisome  as  compared  to  other  shore  duty.  These  line  officers  have 
t^ular  office  duty  to  perform  and  the  restriction  to  the  yard  outside  of  office  hours, 
which  does  not  hold  for  the  other  officers,  and  owing  to  lack  of  accommodationB  in 
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mo8t  navy-yards,  (aMb  heavily  upon  the  equipment,  and  cnrdnance  officers  particu- 
larly. 

Secretary  Meyer.  The  fact  that  navy-yards  are  military  stations  and  that  there 
are  now  5,000  enlisted  men  here  is  an  evidence  of  the  advantage  and  necessity  of 
having  a  military  man  as  head  of  the  navjr-yard. 

Admiral  Taussig.  Any  effort  to  put  a  civilian  in  as  the  head  of  the  manufacturing 
plant — ^that  is,  to  separate  the  manufacturing  plant  from  the  command  of  the  com- 
mandant — will  make  rows  and  trouble. 

Secretary  Meter.  From  your  experience,  do  you  see  any  reason  why  the  duties  of 
yards  and  docks  should  not  be  reassi^ed  and  placed  under  construction  and  repair? 

Admiral  Taussig.  For  reasons  which  I  will  not  go  into,  the  Bureau  of  Yards  and 
Docks  has  been  carried  on  for  many  years  with  less  progressiveness  than  that  in  any 
other  bureau.  The  condition  of  the  bureau  has,  i  believe,  materially  improved 
under  the  present  chief,  but  a  complete  reformation  is  a  difficult  thing.  It  is  my 
opinion  that  the  work  of  the  Bureau  of  Yards  and  Docks  should  be  under  the  direct 
control  of  the  captain  of  the  yard,  having  one  or  more  ci\'il  engineers  as  his  assistants, 
together  with  a  sufficient  number  of  line  officers  of  junior  rank.  Since  February  1 
the  work  that  belongs  to  yards  and  docks  under  the  present  management  has,  in  my 
opinion,  been  more  satisfactorily  performed  than  heretofore.  The  yard  has  been 
kept  in  better  order,  and,  I  believe,  the  work  has  been  pushed  to  greater  advantage, 
due  to  consolidation  of  the  shops  and  working  force. 

The  commandant  entirely  disagrees  with  the  civil  engineer  of  this  yard  in  the 
necessity  of  yards  and  docks  having  their  own  shops  and  has  noted  a  tendency  to  have 
the  work  drag  in  order  that  a  steaay  force  may  be  employed.  If  the  duties  of  yards 
and  docks  are  not  assigned  to  the  captain  of  the  yard,  I  see  no  reason  why  they  should 
not  be  placed  under  construction  and  repair.  There  are  too  many  civil  engineers  on 
the  navy  list  now;  but  there  should  be  more  on  the  civil  list.  There  are  too  many 
naval  constructors,  educated  at  ^reat  expense,  and  generally  the  brightest  men  in  the 
navy,  who  are  putting  in  their  time  on  work  other  than  that  for  which  they  have  been 
specially  educated  and  prepared. 

Secretary  Meyer.  \\hy  not  give  construction  and  repair  all  duties  relating  to 
construction,  bearing  in  mind,  of  course,  the  hull  and  machinery  divisions,  and  the 
advisability  of  not  consolidating  steam  engineering  with  construction  and  repair,  and 
possibly  keeping  steam  engineering  apart  with  the  idea  of  having  construction  and 
repair  do  all  under  that  bureau  and  steam  engineering  eventuaUy  coming  under  the 
machinery  division 

Admiral  Taussig.  There  has  been  no  test  as  to  the  result  of  the  present  consolida- 
tion. I  do  not  consider,  however,  that  the  machinery  division  and  the  hull  and 
construction  division  should  be  under  the  same  bureau,  or  can  be  under  the  same 
bureau  under  the  present  organization  of  the  navy  without  friction. 

Secretary  Meyer.  As  a  final  plan  for  the  greatest  efficiency  of  the  yards  to  work 
toward  that  direction,  realizing  that  it  can  not  be  done  with  one  stroke  of  a  pen,  but 
to  bring  such  consolidation  together  as  will  tend  toward  that  goal. 

Admiral  Taussig.  Heretofore  there  has  been  trouble  amongst  the  various  bureaus 
and  departments,  owing  to  a  lack  of  continuity  and  the  lack  ofhaving  one  thing  fully 
done.  The  present  duties  of  some  of  the  bureaus  have  grown  from  practices  of  the 
old  navy,  as,  for  instance,  from  the  handwheel  to  the  steering  engine,  which,  because 
the  construction  and  repair  department  made  the  handwheel,  construction  and 
repair  insisted  upon  making  the  steering  ^engine.  Construction  and  repair  made  the 
luoid  capstan  ana  construction  and  repair  now  makes  the  winches.  The  first  electric 
lighting  was  done,  I  believe,  by  the  Bureau  of  Equipment,  and  nearly  all  electrical 
appliances  have  become  a  part  of  the  Bureau  of  Equipment.  The  distinction  should 
be  clearly  made  as  to  what  is  hull  construction  and  what  machinery  construction. 
For  instance,  I  do  not  consider  that  running  electric  wires  is  machinery,  but  motors, 
dynamos,  steering  en^nes,  winches,  etc.,  are  machinery.  I  would  have  construction 
and  repair  run  all  wires,  etc.,  until  the  wires  came  to  the  machine.  I  would  have 
construction  and  repair  fasten  that  machine  down,  but  the  machine  should  be  fur- 
nished by  the  macninery  department.  The  macninery  department  may  have  an 
electrical  division  and  a  steam  engineering  and  hydraulic  division,  etc.;  that  is,  the 
machinery  division  should  furnish  the  engmes  and  motors  and  the  construction  and 
repair  department  should  do  the  work  of  securing  them  in  place  to  the  hull. 

Secretary  Meyer.  The  idea  I  have  in  mind  of  keeping  hull  and  machinery  apart 
is  this— that  in  the  construction  of  the  hull,  staff  officers  could  take  care  of  construc- 
tion. The  machinery  requires  the  experience  not  only  on  shore  but  the  added  experi- 
ence of  sea  and  navigation. 

Admiral  Taussig.  Yes,  sir. 
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^'Bince  the  commandant  has  been  in  command  he  has  noticed  that  the  natuial 
bias  of  the  officers  to  see  the  work  of  the  navy-yard  onl^  through  the  eyes  of  the  bureau 
to  which  thev  are  attached  has  been  somewhat  modified,  but  has  not  entirely  been 
modified.  There  will  always  be  friction  under  the  present  system,  because  the  line 
officer,  the  engineer  officer,  the  civil-engineer  officer  does  not  wish  to  serve  under  the 
command  of  tne  naval  constructor.  It  has  been  the  custom  and  in  many  cases  the 
law  that  the  commanding  officers  should  be  line  officers,  and  it  will  be  many  years, 
if  ever,  before  the  personnel  of  the  service  will  be  satisfied  and  do  entirely  satisfactory 
work  under  any  other  condition  of  affairs.''  (Extract  from  the  commandant's  letter 
of  April  17  to  the  Assistant  Secretary,  p.  18.) 

Secretary  Mbtbb.  Have  you  thought  out,  from  your  experience,  what  change 
should  be  made  in  the  duties  of  the  captain  of  the  yard  in  order  to  make  him  of  real 
assistance  to  the  commandant? 

Admiral  Taussig.  Not  thoroughly,  for  the  reason  that  I'asked  Captain  Stuart  to  do 
this.  He  expects  to  leave  here  shortly.  His  position  is  relatively  like  that  of  the 
Vice-President  of  the  United  States.  Ue  has  no  real  command  except  a  few  tugboats. 
I  require  Captain  Stuart  to  be  here  at  my  Monday  conference,  in  order  to  fit  him  to  take 
command  in  my  absence.  The  main  thing  to  make  an  administration  a  successful 
one  is  to  furnish  each  navy-vard  with  an  administration  building.  The  fact  that  the 
mana^r  is  more  than  a  third  of  a  mile  away  from  here  delays  business.  I  have  given 
my  view  re^urding  captain  of  the  yard's  duties  in  my  comments  on  Captain  Stuart's 
communication  of  May  11, 1909.  y 

Secretary  Meter.  Isn't  there  a  building  which  with  a  little  alteration  could  be 
made  into  an  administration  building? 

Admiral  Taussig.  The  only  thing  is  the  ordnance  storehouse,  and  there  would  be 
difficulty  in  findins  a  place  to  put  t£e  ordnance  stores.  This  yard  has  been  given  the 
cold  shoulder  and  nas  run  down.  We  still  want  $20,000,CX)0.  I  would  like  to  have 
the  Secretary  ask  Admirals  Evans,  Sperry,  Schroeder^  Wainwright,  and  Captain 
Osterhaus,  and  any  others  that  he  pleases,  as  to  the  relative  necessity  of  the  develop- 
ment of  the  navy-yards'on  the  Atlantic  coast  for  future  use. 

The  recommenaations  of  the  department  r^arding  the  development  of  the  navy- 
yard  has  frequently  been  disregarded  by  Congress,  and  in  this  matter,  in  my  opinion, 
naving  no  personal  interest  in  any  navy-yard  except  in  so  far  as  my  temporary  duty 
interests  me  in  Norfolk,  I  believe  that  Norfolk  has  been  seriously  neglected  consider- 
ing the  needs  of  the  service  in  the  future  and  the  demands  which  undoubtedly  in  time 
of  war  will  be  made  on  the  resources  of  this  yard,  the  nearest  to  the  natural  place  olL 
rendezvous  of  the  fieet  on  the  Atlantic  coast  and  the  one  which,  owing  to  its  climatic 
situation  should  do  more  work  in  the  course  of  a  year  per  man  than  any  other  ysud  on 
the  Atlantic  coast. 

The  commandant  wishes  to  call  the  Secretary's  attention  to  the  delays  in  the  possible 
completion  of  the  battle  ships  and  wishes  to  emphasize  the  fact  that  the  delays  are  in 
no  manner  to  be  attributed  to  the  adminietration  of  the  Norfolk  Navy- Yard.  The 
Minnesota  may  be  delayed  for  lack  of  material  in  erecting  the  fire-control  tower,  the 
material  for  which  is  not  yet  on  hand.  After  the  receipt  of  the  material  it  will  take 
five  weeks  to  put  up  the  towers.  After  the  towers  are  up,  which  completes  the  work 
of  construction  and  repair,  the  work  incidental  to  the  Bureau  of  Equipment,  putting 
up  searchlight  platforms  and  fire-control  system,  will  further  delay  tne  completion. 
Tnis  will  alw)  hold  with  the  Virginia  but  for  the  fact  that  authority  has  been  received 
to  take  the  tower  off  the  Iowa  and  place  it  o'h  the  Virginia.  Furthermore,  to  erect  the 
towers,  a  certain  amount  of  material  (steel  castings)  was  to  be  received  from  New  York, 
and  a  part  of  it  has  been  received ;  but  in  place  of  receiving  the  fittings,  which  are 
attached  to  the  bottom  or  lower  ring  of  the  tower,  the  fittings  have  been  received  for 
the  fifth  ring  upward  only. 

Another  drawback  is  the  receipt  of  the  firebrick  necessary  for  the  boilers  of  the 
Virginia.  Every  effort  has  been  made  to  get  them.  The  bnck  has  not  yet  arrived. 
Then,  the  commandant  is  not  at  all  sure  that  it  will  arrive  in  time  to  complete  the 
repairs  of  the  Virginians  boilers.  The  department  has  been  frequently  communicated 
with  regarding  the  same.  Information  from  the  Bureau  of  Supplies  and  Accoimts  was 
received  the  15th  instant  that  the  Savage  Fire  Brick  Company  would  supply  700  of 
these  brick  by  the  24th  instant,  the  rest  to  follow  as  soon  as  possible. 

The  commandant  understands  that  the  material  for  the  towers  of  the  ships  at  New 
York  and  Philadelphia  have  been  delivered  some  time.  The  commandant  is  already 
working  shifts  as  far  as  practicable  to  complete  the  work  in  the  time  required.  The 
work  now  consists  of  threading  the  piping  and  machining  the  fittings,  and  shifts  will  be 
continued  and  extended  as  far  as  practicable  as  the  receipt  of  material  warrants. 

Attention  is  invited  to  his  letter  No.  471  of  October  24,  1909,  paragraph  4,  relative 
to  the  consolidation  of  foundries,  etc.,  at  this  navy-yard. 
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«TATSM>&NT  OF  OOHMANPBB  TB01CA8  W.  KINKAID,  I198PBCIOR  OT  ]IACHIN««r. 

Secretary  Mbtkr.  I  want  to  ask  you.  Captain,  how  this  consolidation  is  working? 

Commander  Kjnkaid.  I  do  not  consider  that  it  is  working  well. 

Secretary  Meyer.  I  eot  tliat  answer  from  Burd  in  Boston  and  Fkrks  in  New  York. 
)^^at  do  you  consider  ue  cause? 

Commander  Kikkaid.  I  think  tiie  fundamental  reason  is  that  the  specialist  does 
not  initiate  work.  The  naval  constructor,  who  is  now  jack-at-all-trades,  takes  hold 
of  the  work  first  and  makes  his  report  and  then  the  inspector  comes  alone  and  comments 
upon  it.  Hiere  may  be  a  difference  of  opinion  as  to  what  work  shall  be  done  or  how 
it  shall  be  done.    Of  course,  there  is  loss  of  time  in  ^at  arrangement. 

Secretary  Mbybr.  You  think  there  is  a  loss  of  time,  as  well  as  a  loss  of  efficiency? 

Commander  Kinkaid.  Yes,  sir. 

Secretary  Meyer.  As  compared  with  the  previous  arrangement? 

Commander  Kinkaid.  Yes,  sir. 

Secretary  Meybr.  What  would  you  think  of  an  arrangement  by  ^ich  there  would 
be  a  hull  division  and  a  machinery  division? 

Commander  Kinkaid.  I  think  that  would  be  a  great  improvement  on  what  we 
have  now. 

Secretary  Meyer.  Do  you  recall  any  special  delays  which  have  taken  place  in 
work  since  the  consolidation? 

Commandant  Kinkaid.  I  would  have  to  refer  to  my  notes.  I  have  some  memo- 
randa in  my  office.  In  almost  every  case  of  a  large  job  tnere  is  some  delay.  Although 
I  get  a  copy  of  the  requests  for  ships'  repairs  nearly  as  soon  as  the  constructor,  I  do  not 
know  what  his  report  will  be,  and  sometimes  when  his  report  comes  in  it  will  contain 
some  feature  that  is  unexpected  by  me,  and  I  have  to  take  hold  of  it  and  look  into 
the  matter  again.  For  examples  of  delay  I  would  mention  the  case  of  the  Virginiaf 
which  arriv^  at  the  Norfolk  yard  on  February  26,  1909.  The  manager's  estimates 
for  boiler  repairs  were  not  forwarded  until  March  31,  the  inspector's  indorsement 
thereon  being  dated  April  1.  Also  the  case  of  some  repair  work  on  the  Louitiana, 
ship's  request  being  dated  March  16,  manager's  estimate  dated  March  27.  Also  the 
case  of  the  Sterling.  The  mani^er  furnish^  the  inspector  of  machinery  on  April  6 
with  a  copy  of  ship's  request.  The  manager's  estimate  was  not  submitted  until  April 
19.  The  manager  and  the  inspector  of  machinery  have  held  opposite  opinions  on  such 
matters  as  renewal  of  furnaces  of  Csuar^a  boilers;  change  of  lead  of  steam  piping  to 
deck  winches  of  Cassar;  repairs  to  Sterling's  boilers. 

Admiral  Taussig.  That  would  be  remedied  to  a  very  lai^e  degree  if  we  had  the 
central  administration  building,  which,  according  to  my  scheme,  would  have  only 
one  office,  the  commandant's  office,  with  everybody  in  it,  so  we  could  all  be  in  con- 
stant communication. 

Secretary  Meyer.  You  say  your  plans  are  originated  by  the  naval  constructor? 

Commandant  Kinkaid.  Yes,  sir. 

Secretary  Meyer.  How  much  experience  has  he  had? 

Commandant  Kinkaid.  I  do  not  think  he  has  had  any. 

Secretary  Meyer.  How  is  he  enabled  to  make  plans? 

Commandant  Kinkaid.  He  has  the  same  draftsmen  and  foremen  and  the  same 
tools  I  had  before. 

Secretary  Meyer.  But  he  does  not  consult  the  inspector  until  the  plans  have  been 
wofked  out  and  approved  by  himself? 

('ommandant  Kinkaid.  He  forwards  me  a  copy  of  ships'  requests  for  repairs  and 
asks  to  be  informed  of  my  opinion;  but  of  course  the  inspector  can  not  be  closely  in 
touch  with  the  draftsmen  and  foremen  as  the  manager  himself  can  be.  The  foremen 
and  the  chief  draftsmen  naturally  make  their  daily  reports  to  the  manager.  When 
they  have  any  information  to  give  to  him,  they  naturally  go  to  the  manager,  not  to  the 
inspector.    'They  are  the  manager's  men. 

Secretary  Meyer.  Do  you  know  of  any  private  shipbuilding  plant  that  has  any 
such  arrangement  giving  as  much  power  as  is  given  to  our  constructors? 

Commandant  Kinkaid.  No,  sir;  1  do  not. 

Secretary  Mbyer.  What  is  the  general  scheme  that  you  are  familiar  with  in  private 
yaras? 

Commandant  Kinkaid.  My  best  shore  experience  was  at  Cramps.  There  they  had 
an  engine  and  a  hull  department. 

Secretary  Meyer.  And  they  found  that  to  be  the  most  economical  and  efficient? 

Commandant  Kinkaid.  Yes  sir,  as  far  as  my  knowledge  goes. 

Secretary  Meyer.  Admiral  Taussig,  you  were  speaking  of  the  New  York  Ship- 
building (jompany.    What  organization  did  you  find  there? 
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Admiral  Taussig.  Their  lay-out  is  so  superior  that  the  Germans^  in  laying  out  their 
new  shipyards,  have  stated  that  they  took  the  New  York  shipbuilding  vaird  as  a  model. 
The  only  criticism  that  I  have  heard  of  the  yard  is  that  the  slip  for  snipe  is  not  suffi- 
ciently long,  so  that  they  have  to  turn  the  ships  now  and  then. 

Secretary  Mbter.  I  want  to  know  what  method  they  pursue. 

Admiral  Taussig.  They  have  a  hull  division  and  a  machinery  division. 

Secretary  Meyer.  And  you  believe  they  have  adopted  that  system  because  it  is 
the  most  efficient? 

Admiral  Taussig.  Yes,  sir.    And  they  have  a  manager. 

I  would  like  to  have  the  Secretary's  attention  called  to  the  report  of  Admiral  Har- 
rington on  the  reorganization  of  the  Norfolk  Navy- Yard,  made  in  1904.  If  Secretary 
Morton  had  remained  in  office  I  believe  he  woula  have  adopted  the  system. 

Secretary  Meyer.  I  want  to  ask  Commander  Kinkaid  if  he  is  fimftiliivr  with  the 
Newberry  Board's  report  of  1906  as  regards  a  tentative  scheme  by  which  constructors 
and  steam  engineers  were  to  have  special  courses  and  sea  experience,  so  that  the  con- 
structors were  to  be  familiar  with  steam  engineering  and  the  engineers  more  £ftmiliar 
with  construction? 

Commander  Kinkaid.  I  do  not  recall  it. 

Secretary  Meyer.  I  will  have  a  copy  of  that  report  sent  to  you  and  would  like  to 
have  your  opinion  of  the  scheme  therein  proposed. 

Commander  Kinkaid^  is  there  anything  you  want  to  say,  from  your  experience, 
which  would  increase,  m  your  opinion,  the  efficiency  under  the  present  system  and 
also  alone  the  line  of  what  you  say  is  detrimental  and  what  you  do  not  feel  can  be 
remedied  under  the  present  system. 

Commander  Kinkaid.  If  the  present  system  is  to  be  adhered  to  the  inspectors  must 
have  a  larger  force. 

Secretaiy  Meyer.  I  want  you  to  state  briefly  what  there  is  that  you  feel  can  be  reme- 
died under  the  present  system. 

Commander  Ilinkaid.  I  think  that  under  the  present  system,  to  make  it  as  much  of 
a  success  as  possible,  it  is  absolutely  necessary  to  send  the  younger  constructors  to  sea. 
Those  constructors  below  the  grade  of  lieutenant-commander  should  spend  one-third 
of  their  time  at  sea — one  year  out  of  every  three;  not  only  to  get  familiarity  with  the 
engines  aboard  ship,  etc.,  but  to  acquire  a  spirit  of  comradeship  with  the  other  officers. 

Secretary  Meyer.  Siill  remain  staff  officers,  but  get  seagoing  experience? 

Commander  Kinkaid.  There  would  be  a  better  understanding  between  them  and 
the  line  officers,  and  when  a  ship  comes  to  a  yard  they  would  come  to  agreements  on 
many  matters  in  a  short  time.  In  addition,  the  constructors  would  have  the  practical 
experience  which  would  enable  them  to  form  trustworthy  opinions. 

Admiral  Taussig.  The  impracticability  of  Commander  Kinkaid's  idea  is  that  it 
would  require  a  very  large  addition  to  the  number  of  naval  constructors. 

Secretary  Meyer.  The  plan  of  the  Newberry  Board  contemplated  120  naval  con- 
structors and  designing  engineers.  If  there  are  any  reasons  in  your  mind  why  this 
scheme  can  not  work  out  I  would  like  to  have  you  state  them. 

Commander  Kinkaid.  Well,  I  do  not  think  the  present  plan  will  work  out  to  advan- 
tage unless  action  is  taken  as  I  have  stated.  The  inspectors  must  have  a  lar^  force — 
especially  of  draftsmen — and  the  constructors  must  get  some  sea  experience.  Of 
course  there  should  be  a  central  administration  building.    * 

Secretary  Meyer.  Suppose  there  were  a  hull  division  and  a  machinery  division, 
would  you  still  consider  it  an  advantage  for  the  constructors  to  get  more  sea  experience? 

Commander  Kinkaid.  Yes,  sir;  but  not  as  much  as  otherwise.  I  have  always 
contended  that  it  would  be  a  good  thing  for  the  constructors  to  go  to  sea  occasionally. 

Secretary  Meyer.  How  much  sea  service  do  they  get  now? 

Commander  Kinkaid.  Generally  about  two  years.  Some  of  them  went  into  the 
construction  corps  direct  from  the  academy. 

There  is  one  point  I  would  like  to  make.  When  a  naval  constructor  goes  to  sea,  I 
think  he  ought  to  go,  not  as  a  passenger,  but  as  a  working  officer  of  the  ship.  If  he  goes 
as  a  passenger  he  does  not  appreciate  the  naval  life.  If  he  were  placed  in  charge  of 
men  and  held  responsible  for  certain  work  he  would  then  be  in  a  i>osition  to  appre- 
ciate the  inconveniences  and  difficulties  under  which  the  regular  seafoing  officers, 
staff  and  line,  labor;  and  he  would  be  induced  to  revise  some  of  his  old  ideas  as  to  ship 
construction  and  to  evolve  new  ideas  that  would  be  available  for  application  during 
his  next  shore  duty. 

STATEMENT  OF  COMMANDER  R.  O.  BITLER,  U.  S.  NAVY,  INSPECTOR  OP  ORDNANCB. 

Secretary  Meyer.  Captain,  how  have  you  been  affected  by  General  Order  No.  9? 
Commander  Bitler.  I  think  we  have  less  friction  now,  and,  in  my  opinion,  my 
department  has  gotten  along  better  in  that  respect  than  any  of  the  others* 
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Secretary  Mbtsr.  Better  than  before  the  order  was  issued? 

Commander  Bitlbr.  I  mean  we  get  along  with  less  friction  now  than  before — that  is, 
better  than  when  the  plan  first  went  into  operation.  On  one  or  two  occasions  there 
have  been  differences  oetween  the  manager  and  myself,  but  we  have  always  managed 
to  natch  them  up. 

Secretary  Meter.  What  advantages  has  the  system? 

Commander  BrrLSR.  I  do  not  think  it  has  any  special  advantage  under  present 
conditions,  possibly  excepting  that  it  brings  things  under  one  head.  It  lacks  one 
thing,  there  should  be  a  common  administration  building — that  is,  the  commandant, 
manager,  and  inspectors  should  be  under  the  same  roof. 

Secretary  Meter.  How  does  your  work  differ  from  that  before? 

Commander  BnxER.  The  work  in  general  does  not  differ,  except  that  formerly  I 
had  the  men  under  mv  charge  who  performed  ordnance  work.  I  had  also  a  machine 
shop.  Before  consoliaation  I  laid  out  the  work  and  saw  it  done;  now  my  principal 
duty  is  to  inspect  it  after  it  is  done  and  during  its  progress. 

Secretary  Meter.  Is  it  an  advantage  or  disadvantage  to  have  the  two  machine 
shops  consolidated  under  one  head? 

Commander  Bitler.  It  is  an  advantage  in  some  respects,  and  in  others  a  disad- 
vantage. Our  machine  shop  was  a  small  one  and  we  could  not  tackle  big  work.  We 
had  to  give  that  to  the  constructor  before  consolidation.  I  think  perhaps  we  got  our 
plans  out  more  quickly  then  than  now. 

Secretary  Meter.  As  economically  as  now? 

Commander  BnxER.  I  can  not  say  about  that,  as  I  am  not  a  party  to  making  the 
estimates  and  have  no  men  under  mv  charge,  and  do  not  know  whether  there  has  been 
greater  economy  or  not.  It  should  be  more  economical  in  consolidating  half  a  dozen 
shops  under  one  head  instead  of  working  them  separately. 

Secretary  Meter.  Then  the  department  of  ordnance  is  not  suffering? 

Commander  Bftler.  No,  sir.  I  think  our  work  is  just  as  good  now  as  before  con- 
solidation. It  has  practically  the  same  supervision,  and  the  same  people  who  did  the 
ordnance  work  before  consolidation  are  doing  it  now,  and  as  long  as  they  continue  to 
do  it  we  will  get  alone  all  ri^ht. 

Secretary  Meter.  What  is  your  judgment  as  regards  the  present  arrangement  of 
having  the  manager  the  representative  of  one  bureau? 

Commander  Bftler.  It  is  all  right  as  far  as  ordnance  and  equipment  are  concerned. 

Secretary  Meter.  Are  you  of  the  opinion  that  a  hull  division  and  a  machinery 
division  would  be  a  better  arrangement? 

C<»nmander  BrrLER.  Not  necessarily.  If  there  were  more  officers  with  engineering 
ability  and  experience  under  the  manager  it  would  be  all  right.  The  manager  has 
none  now,  except  warrant  machinists  and  assistants  who  have  had  a  very  limited 
experience  in  steam  engineering. 

Secretary  Meter.  You  think  steam  engineering  may  suffer,  then? 

Commander  BrrLER.  Yes,  sir.  There  is  plenty  of  technical  ability  in  the  manager's 
department  and  the  assistant  constructors  have  had  a  certain  amount  of  marine  en- 

Slneering  education,  gained  at  the  Naval  Academy  and  for  a  short  time  afterwards, 
ut  they  have  had  no  practical  experience  at  sea. 

STATEMENT  OF  CIVIL  ENGINEER  A.   0.   CUNNINGHAM,    INSPECTOR   OF  PUBIIO   WORKB. 

Secretary  Meter.  Do  you  see  any  reason  why  the  duties  of  yards  and  docks  should 
not  be  reassigned  so  they  come  under  construction  and  repair,  provided  construction 
and  repair  have  the  proper  civil  engineers? 

Mr.  CuNNiNO&AM.  Yes,  sir;  I  think  that  the  department  of  yards  and  docks  should 
be  restored  practically  to  what  it  was  before,  and  for  this  reason:  In  the  first  place,  the 
work  does  not  relate  to  ships,  and  placing  the  work  under  the  constructor  simply 
detracts  from  his  regular  legitimate  work.  Another  reajBon  is  because  it  is  not  in  the 
line  of  the  constructor's  profession.  It  is  most  important  work^  that  of  the  civil 
engineer,  and  requires  a  specially  trained  man.  Another  reason  is  that  the  work  in 
the  department  of  yards  and  docks  is  hiequently  emergency  work.  For  instance,  a 
power  plant  breaks  down,  or  something  is  the  matter  with  a  sewer.  It  must  have 
immediate  attention,  and  the  men  of  the  yards  and  docks  department  can  do  that  work 
much  more  quickly  and  efliciently  than  they  can  under  present  arrangements.  I  think 
also  that  the  power  plant  should  ^  back  under  yards  and  docks  for  the  foUowinff 
reason:  The  power  plant  is  essential  for  the  operation  of  the  yard.  If  it  is  placed 
under  the  civil  engineer  and  he  does  not  keep  it  in  good  order  vou  will  very  quickly 
hear  from  it,  whereas  if  it  is  placed  under  the  manager  he,  perhaps,  rather  than  shut 
down,  will  run  it  along  at  a  low  ^te  of  efficiency.  It  is,  of  course,  a  general  fact  that 
where  a  man  has  to  keep  his  own  tools  in  condition  he  will  at  times  work  with  them  in 
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a  poorer  condition  than  if  some  one  else  is  required  to  keep  these  toolB  in  perfect 
working  order. 

Secretary  Metbb.  Do  you  think  that  the  expenditures  can  be  kept  down  better 
under  consolidation  than  under  the  old  system? 

Mr.  Cunningham.  No,  sir;  I  do  not,  as  far  as  yards  and  docks  is  concerned. 
When*I  had  a  small  shop  of  my  own,  if  anything  happened  to  the  power  plant  I  could 
£x  it  up  in  very  short  order.  The  foremen  and  electricians  knew  exactly  what  was 
wanted,  and  there  was  no  "  red  tape"  to  go  through  with.  The  work  could  be  at  once 
taken  into  the  shop  and  the  repairs  made  without  loss  of  time.  Thb  is  also  true  of  the 
great  portion  of  yards  and  docks  work,  which  covem  many  trades  not  used  by  the  othor 
departments,  and  the  work  of  the  departments  is  quite  varied  and  much  cit  it  follows 
BO  regular  routine,  but  depends  upon  emergmcies  and  developments. 

Secretary  Metbb.  Can't  you  do  it  now? 

Mr.  Cunningham.  Not  as  quickly,  because  the  foreman  has  to  go  to  another  foreman, 
and  the  latter  naturally  does  not  like  to  lay  aside  his  work  to  do  work  for  another 
department.  The  buameas  of  yards  and  docks  is  to  keep  the  buildings,  sewers,  fire- 
protection  system,  etc.,  all  in  g^>od  order.  There  are  special  foremen  who  look  out  for 
this,  and  formerly  they  had  their  own  force,  which  they  could  work  to  the  best  advan- 
tage. The  construction  and  repair  foremen 's  principal  business  is  to  look  out  for  dbip's 
week,  and  they  may  be  trying  to  make  a  record  or  very  possibly  are  being  pushed  by 
the  constructor,  itequests  from  other  foremen  wiU  naturally  not  have  first  cenaidiec»- 
tion,  and  are  in  the  nature  of  a  side  issue.  With  a  system  on  trial,  this  conditiott  is  not 
as  likely  to  be  marked  as  it  would  later  on  when  a  system  had  become  fixed  and  Uie 
dependent  foremen  were  more  at  the  mercy  of  those  in  control  of  the  shops. 

Secretary  Mbtbb.  Are  you  familiar  wiUi  any  private  cariK)fatioiis  wnich  do  eh^ 
building? 

Mr.  Cunningham.  Newport  News. 

Secretary  Meybb.  Do  they  have  a  separate  bureau  or  division  of  yards  and  docks? 

Mr.  Cunningham.  Thev  have  a  civil  engineer  and  I  understand  they  have  people 
who  look  i^ter  the  yard,  the  wharves,  railroad  tracks,  dry  docks,  and  oUier  yard  mat* 
ters.  I  had^wo  assistant  civil  engineers  under  my  chaiige,  and  whMi  the  conso]idafti<M» 
waemade  I  advised  them  to  apply  for  duty  under  the  manager,  and  I  told  them  ''When 
you  go  over  to  Mr.  Watt  if  you  can  do  aa^  better  work  there  than  you  do  for  me  I  want 
you  to  do  it . "  I  know  that  they  have  given  satisfaction.  The  same  instructions  were 
given  to  every  man  of  importance  in  t£e- department  of  yards  and  docks.  I  find  that 
all  have  attained  positions  of  importance,  and  that  my  former  chief  clerk  has  bee& 
placed  in  chaise  of  the  correspondence  division  as  well  as  retaining  considerable  chaise 
of  former  yanb  and  docks  work.  In  the  case  of  two  of  my  most  important  men,  the 
master  electrician  and  the  foreman  mechanic,  I  find  that  their  duties  have  been  greatl^r 
enlarged  and  that  certain  classes  of  work  have  been  taken  from  construction  andrepasr 
men  and  ''consolidated  "  under  these  foremen:  work  which  I  always  considered  should 
be  under  yards  and  docks  and  which  would  have  been  under  these  same  men  under 
the  previous  organization.  I  believe  that  my  former  yards  and  docks  force  has  {^iven 
as  much  or  more  satisfaction  than  any  other  turned  over  to  the  constructor.  I  attribute 
this,  first,  to  their  pride  in  demonstrating  that  they  had  a  good  department  in  the  first 
place,  and,  second,  to  their  hopes  that  tneir  former  department  would  be  ultimately 
reestablished. 

Secretary  Meybb.  Do  you  know  of  any  private  shipbuilding  yard  that  has  a  separate 
department  of  yards  and  docks? 

Bii.  Cunningham.  Yes,  sir;  tho'e  is  a  gentleman  in  the  yard  now  who  has  lust  com- 
pleted a  contract  for  a  wharf,  a  man  bv  tne  name  of  Cannon.  I  understand  from  him 
that  when  Mr.  Bowles  took  charge  of  tfae  Fore  River  Shipbuilding  Conlpany  he  placed 
Mr.  Cannon  in  a  very  similar  position  to  a  civil  engineer  at  a  navy-yard.  The  objec- 
tion to  placing  a  civil  en^neer  under  a  naval  constructor  is  very  much  the  same  as  if 
you  placed  a  homeopathic  doctor  in  chaige  of  an  allopathic  hospital.  It  is  not  only 
subordinating  one  corps  to  another,  but  one  profession  to  another.  Civil  engineering 
and  naval  construction  are  fully  recognized  in  civil  life  as  being  very  different.  The 
education,  training,  experience,  and  practice  are  entirely  distinct  and  different. 

Secretary  Meyer.  Isn't  it  a  (act  that  in  private  shipbuilding  concerns  they  divide 
into  a  hull  division  and  a  machinery  division? 

Mr.  Cunningham.  I  understand  that  in  civil  shipbuilding  plants  the  {c^neial 
divisions  are  a  hull  division  and  a  machinery  division.  This  is  a  natural  division, 
as  one  relates  to  the  structural  or  construction  work  and  the  other  to  machinery  or 
motive-power  work.  They  represent  two  different  classes  of  work,  one,  that  of  the 
naval  architect,  and  the  other  that  of  mechanical  engineer.  There  is  also  a  more  or 
less  developed  yard  department,  corresponding  to  yaras  and  docks,  but  not  as  impor- 
tant or  extensive  as  that  in  a  navy-yard.    In  a  private  yud  theieweiH»  oea  waUa^ 
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etc.,  aie  secondary  to  the  buildingof  the  ship.  In  this  leepect  I  found  the  Newport 
Newe  yard  in  a  poor  condition.  They  put  down  a  railroad  simply  for  convenience. 
Their  roade  were  poor  and  their  wharves  in  bad  condition.  They  do  not  build  for 
permanency,  in  the  same  sense  as  a  navy-yard. 

Secretary  Mbteb.  But  they  do  build  in  order  to  get  the  beet  results  economically 
and  to  turn  out  the  work  to  compete  with  their  competitors? 

Mr.  OuNNiNQBAM.  Yos,  sir;  but  I  look  at  it  in  this  way:  Economy  for  a  commer- 
cial yard  is  very  much  different  than  for  a  navy-vard.  Navv-yaros  do  not  build 
a  sea  wall  for  profit;  they  build  it  for  use  in  case  of  war,  and  for  permanency.  All 
the  constructions  in  a  navjr-yard  look  to  conditions  in  the  future,  and  should  always 
consider  what  is  necessarv  in  case  of  emergency  or  war.  That  is  why  I  consider  that 
there  should  be  a  special  department  of  yards  and  docks,  devoting  its  entire  atten- 
tion to  these  matters  and  uncler  civil  engmeers  who  will  be  directlv  responsible  and, 
in  consequence,  more  ambitious  and  proficient  in  the  exercise  of  their  profession. 

Secretary  Mstss.  Is  there  anything  more  )rou  care  to  say? 

Mr.  Cunningham.  All  the  work  that  the  civil  engineer  now  does  leaves  the  office 
over  the  signatuxe  of  the  naval  constructor.  The  civil  engineer  has  disappeared. 
The  thing  has  worked  well  here  so  far  for  the  reason  that  every  man  has  done  his 
best.  Our  naval  constructor  is  a  very  exceptional  man.  My  relations  with  him 
have  been  extremely  cordial,  both  before  and  since  consolidation.  So  far,  I  have 
only  been  separated  trom  mv  former  assistants  officially.  I  have  continued  to  advise 
with  them  and  to  do  everytning  possible  for  the  success  of  the  yard.  The  civil  engi- 
neering work  has  gone  on  under  the  assistant  civil  engineers  practically  the  same  as 
it  did  before  consolidation,  and  they  have  retained  the  old  force  of  draftsmen.  As 
te  as  the  civil  engineering  work  is  concerned,  the  change  from  the  former  conditions  is 
mosUv  in  name.  This  has  certainly  been  a  great  relief  to  the  constructor,  as  other- 
wise I  do  not  believe  he  would  have  been  able  to  handle  the  civil  engineering  work 
of  yards  and  docks  successfully.  Under  less  favorable  conditions  and  less  cordial 
relaiions,  I  believe  that  the  civil  engineering  work  of  yards  and  docks  would  be  a 
serious  trial  to  the  constructor. 

Secretary  Mbysb.  The  result  of  your  observation  is  that  it  is  disadvantageous  to 
have  as  a  manager  a  naval  constructor,  not  merely  because  he  is  a  naval  constructor, 
but  because  he  represents  one  bureau. 

Mr.  Cunningham.  Because  he  does  not  represent  the  Bureau  of  Yards  and  Docks^ 
When  a  civil  en^neer  represents  the  Bureau  of  Yards  and  Docks  and  is  re6i>en8iblo 
for  their  funds,  toe  bureau  has  control  over  him,  and  if  he  does  not  spend  their  funds 
to  suit  them  or  do  the  work  as  they  want  it  done  they  can  recommend  that  he  be  takea 
out  of  that  yard;  but  the  Bureau  of  Yards  and  Docks  has  not  the  same  control  over 
the  naval  constructor.  The  Chief  Constructor  has  the  say,  subject,  of  course,  to  \h» 
Secretary's  orders.  Some  naval  constructor  may  have  peculiar  iaeas  about  things. 
When  it  comes  to  handling  yards  and  docks  money,  even  if  he  has  civil  eneineen 
onder  him,  he  may  disr^ard  their  advice  and  order  things  done  that  the  civU  engi- 
neers do  not  consider  correct  or  the  best  practice.  This  condition  is  more  likely  te 
develop  if  the  system  becomes  fixed,  and  if  the  condition  does  develop  it  will  keep  the 
Bureau  of  Yards  and  Docks  in  a  constant  state  of  tension  watching  the  matters  that 
are  submitted  from  a  yard.  I  only  speak  for  3rards  and  docks,  but  can  easily  see  that 
Uie  same  conditions  might  occur  for  all  bureaus. 

Secretary  Mbtkr.  How  would  it  work  out  if  the  constructors  had  meiely  luper- 
viaion  of  manufacturing? 

Mr.  Cunningham.  I  have  given  a  good  deal  of  thought  to  that.  I  think  there 
should  be  two  manufacturing  departments,  a  hull  department,  and  a  machinery 
department.  The  hull  department  should,  of  course,  be  under  a  constructor.  The 
machinery  department  should  be  under  an  officer  who  has  specialized  and  had 
experience  in  that  line,  especially  with  machinery  afloat  and  in  practical  service.  If 
constructors  can  be  so  trained,  then  they  may  hiuidle  a  machinery  department,  but 
they  are  not  so  trained  yet.  Personally  1  should  prefer  to  see  a  line  officer  specialised 
in  this  line  to  handle  a  machinery  department.  Aside  from  its  being  undesirable  to 
throw  too  great  a  bulk  of  work  on  one  man,  as  well  as  too  great  a  variety,  I  think  that 
two  dejpartments  would  give  valuable  chances  for  comparison.  There  would  be  desir- 
able rivalry  for  speed  and  economy  and  as  near  commercial  completion  as  can  be 
secured  under  government  conditions. 

Secretary  Mbtek.  How  would  it  work  out  if  we  had  a  hull  department  and  a  machin- 
ery department  with  the  commandant  as  the  real  head  and  the  captain  of  the  yard  aa 
the  assistanty  but  paying  special  attention  in  the  future  to  the  selection  of  ike  captain 
of  the  yard? 

Mr.  Cunningham.  I  think  that  would  be  excellent.  The  tendency  appears  to 
make  the  commandants  of  yards  more  responsible  for  results,  and  they  wiu  need  at 
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leaat  one  strong  assistant,  and  very  possibly  more.  It  is  not  necessary  for  the  line 
officer  to  be  a  strictly  technical  man  to  know  whether  things  are  going  right  or  not.  A 
close  and  careful  observation  should  be  kept  on  things  in  general  and  frequent  inquir- 
ies made  into  meUiods  and  results.  Unless  the  most  technical  matters  can  be  ex- 
plained so  that  a  general  understanding  and  judgment  can  be  arrived  at  by  the  non- 
technical man,  they  are  unduly  complicated.  An  extremely  important  reason  for 
placing  line  officers  at  the  head  of  these  matters  is  that  they  are  the  ones  on  whom 
devolves  the  practical  use  and  application  of  the  results  accomplished  in  the  navy- 
yard. 

Secretary  Mbteb.  The  captain  would  be  in  a  sense  assistant  manager,  paying 
special  attention  to  his  qualifications. 

Mr.  GuNNiNQHAM.  That  would  be  excellent,  I  think,  if  the  captain  of  the  yard  in 
his  capacity  as  assistant  manager  stood  between  the  head  of  the  department  and  the 
coirespondmg  bureau. 

Secretary  Meter.  What  do  you  mean  by  standing  between  the  head  of  a  depart- 
ment and  his  bureau? 

Mr.  Cunningham.  For  instance,  the  civil  enjgineer  has  certain  recommendations  to 
make  to  his  bureau.  If  they  go  through  the  assistant  manager,  there  may  be  some 
important  light  thrown  on  them  before  they  go  to  the  bureau,  trom  on  independent 
pomt  of  view. 

Secretary  Meter.  From  your  knowledge  of  private  shipbuilding  yards,  are  they  eo 
oivanized  that  they  generally  have  a  hull  division  and  a  machinery  division? 

Mr.  CuNNiNOHAM.  Yes,  sir. 

Secretary  Meter.  What  yards  are  you  acauainted  with? 

Mr.  Cunningham.  Newport  News  and  the  Maryland  Steel  Company  I  have  seen  the 
most  of.  And  when  it  comes  to  a  machinery  division,  they  may  have  two  machine 
aho])e,  one  for  the  heavy  work  and  one  for  the  light  work.  Consolidation  may  be 
canried  to  such  an  excess  that  it  will  prove  a  failure,  and  it  is  best  to  have  a  reasonable 
division.  Heavy  work  requires  heavy  tools  and  heavy  cranes  to  handle  it,  and  these 
are  not  employed  with  dispatch  or  economy  on  light  work.  To  mix  light  tools  and 
heavy  tools  is  tohandicap  both .  This  is  also  true  of  varying  classes  of  work ;  they  can  not 
be  mixed  with  advantage.  I  have  been  told  that  the  snop  of  the  American  Bridge 
Company,  at  Ambridge,  Pa.,  is  so  big  that  work  that  starts  m  at  one  end  may  get  lost 
before  it  gets  to  the  other  end,  especially  on  small  jobs.  I  have  had  shop  men  tell 
me  that  it  ought  to  have  been  six  shop^  instead  of  one. 

Secretary  Meter.  Under  a  hull  division  and  a  machinery  division,  which  would 
yards  and  docks  naturally  be  under?  ^ 

Mr.  Cunningham.  It  would  not  be  under  either.  It  would  be  entirely  independ- 
oit,  but  the  work  would  be  done  by  whichever  had  the  better  facilities  and  the  most 
time  to  do  it.*  Roof  trusses,  columns,  and  structural  work  would  be  done  by  the  hull 
department;  work  on  pumps,  engines,  and  motive  power  apparatus,  would  be  done  by 
the  machinery  department.  There  might  be  cases  where  the  work  bordered  on  both, 
and  then  it  could  be  done  by  the  department  best  fitted  or  having  the  best  opportunity. 

Secretary  Meter.  Does  the  consolidation  of  the  power  house  come  under  you? 

Mr.  Cunningham.  The  operation  of  the  power  house  was  formerly  under  me,  and 
its  completion  is  now  under  me.  The  consolidated  power  house  is  a  very  important 
thing,  on  which  the  operation  of  the  yard  depends,  and  the  point  I  make  is  that  if  its 
operation  is  kept  under  the  civil  engineer  he  will  oe  forced  to  keep  it  in  a  high  state 
of  efficiency.  I  have  been  studying  this  proposition  pretty  thoroughly  for  the  last 
two  years,  and  believe  that  the  best  results  will  be  had  if  the  operation  of  the  power 
plant  is  placed  under  the  civil  engineer.  The  manufacturing  plants  need  power,  but 
the  making  of  power  themselves  gives  them  no  immediate  result,  and  adds  work 
that  divides  attention  with  the  result  in  which  they  are  directly  concerned. 

When  the  fleet  was  fitting  out  at  this  yard  I  haa  only  the  old  and  scattered  power 
plant  to  supply  the  yard.  The  demand' for  power  was  once  or  twice  so  great  that  the 
insulation  was  melted  and  ran  off  the  main  conductors.  It  required  the  constant 
and  undivided  attention  of  yards  and  docks  to  keep  this  power  plant  alive  and  active 
and  furnish  power  to  all  departments,  but  the  force  was  on  its  nerve  and  it  was  done. 
A  failure  would  have  delayed  the  fleet,  and,  though  some  of  the  departments  were 
behind  with  their  work,  it  would  have  been  for  me  to  account  for  the  final  delay. 
This  is  an  illustration  of  why  I  think  the  best  results  will  be  had  if  the  power  plant  is 
made  the  undivided  responsibility  of  one  man.  As  far  as  I  am  personaUy  concerned, 
my  position  under  consolidation  is  much  more  pleasant  than  it  was  before. 

Secretary  Meter.  From  the  sense  of  the  work  being  easier  and  lighter? 

Mr.  Cunningham.  No,  sir;  but  as  consulting  engineer  to  the  commandant  I  am  in 
closer  touch  with  him,  and  Admiral  Taussig  takes  the  greatest  interest  in  the  yard. 
I  have  been  relieved  of  all  the  detail  of  looking  after  trifling  and  routine  matter. 
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Where  we  had  five  men  in  this  yaid,  all  of  them  busy  and  working  hard,  one  man  is 
now  doing  the  work  and  the  others  looking  on.  Three  or  four  specialties  have  been 
thrown  on  the  constructor  in  addition  to  his  regular  work,  and  I  think  it  is  too  much 
for  one  man  to  do.  It  may  work  for  a  time^  especially  while  new  and  under  proba- 
tion, but  I  do  not  think  it  can  be  kept  up  with  efficiency  and  success. 

Secretary  Metbb.  Do  you  favor  a  central  administration  building? 

Mr.  GuNNiNOHAM,  Yes,  sir. 

Secretary  Meter.  Does  anything  else  occur  to  you? 

Mr.  GuNNiNQHAM.  I  Stated  that  I  thought  the  thing  was  working  very  excellently 
here.  I  think  one  reason  is  that  the  personnel  of  this*  yard  is  exceptionally  good. 
Everyone  is  trying  to  help  everybody  else,  and  the  commandant  is  keeping  the 
closest  possible  watch  on  everything.  Another  reason  is  that  the  inspectors  are  men 
who  gave  up  their  departments,  and,  in  consequence,  know  their  work  very  thoroughly. 
I  think  that  with  raw  men  and  with  a  different  personal  feeling  the  efficiency  of  the 
inspectors  would  materially  drop .  I  think  also  for  a  new  naval  constructor  to  come  in  and 
take  up  the  burden  that  has  been  thrown  on  Mr.  Watt  would  be  extremely  difficult. 
I  can  see  no  advantage  in  placing  new  men  in  the  passive  and  nonproductive  positions 
of  inspectors  when  mey  could  oe  utilized  in  a  supervisory  and  directory  position, 
assume  their  specialties,  and  share  in  the  general  work  of  the  yard.  Government  work 
does  not  need  inspection  in  the  same  sense  as  private  work.  Every  government  officer 
is  doinjg  his  work  as  well  as  possible,  and  tne  worst  that  can  happen  is  a  mistake. 
There  is  no  question  of  profit  to  be  made  or  of  extra  gain  by  omission  of  the  best  work. 
A  few  responsible  heads  of  departments  appear  to  me  to  be  better  than  one,  as  they 
will  serve  as  a  check  on  each  other. ' 

If  the  present  organization  remains  in  force  in  navy-yards  it  might  be  well  to  have 
the  law  dian^ed  that  now  relates  to  command.  In  the  personnel  act,  section  7,  fourth 
provision,  it  is  stated  in  part  as  follows,  in  relation  to  tne  work  of  staff  officers:  '^But 
that  officers  whose  rank  is  so  defined  shall  not  be  entitled,  in  virtue  of  their  rank,  to 
command  in  the  line  or  in  other  staff  corps."  Under  present  arrangements  civil 
engineers  have  been,  and  line  officers  may  be,  detailed  to  duty  under  a  naval  con- 
structor, and  the  question  arises.  Are  they  under  the  command  of  the  constructor? 
Should  they  disregard  or  disobey  the  constructor's  directions,  and  are  thereby  liable 
to  reprimand,  suspension,  or  courtrinartial,  it  seems  to  indicate  tiiat  they  are  under 
hia  military  command. 

aTATXMBNT  OV  COMMANDER  JOHN  G.  QUINBT,  U.  8.  NAVT,  INSPECTOR  OF  BQUIFMBNT, 
NAVT-TARD,  NORPOLK,  VA. 

Secretary  Mbtbr.  The  duties  of  the  equipment  department  have  been  changed  in 
what  way? 

Commander  Quinbt.  We  were  a  manufacturing  department  when  I  first  came  here. 
We  then  had  a  complete  plant,  did  our  own  estimating  and  planning;  our  draftsmen 
then  made  complete  drawings,  from  which  patterns  were  made  and  eventually  cast- 
ings made  in  the  foundry,  the  castings  taken  to  the  machine  shop  and  machined,  and 
the  articles  set  up  ready  to  be  installed  on  board  the  ship. 

Secretary  Meter.  You  were  independent  in  yourself  as  a  department? 

Commander  Quinby.  Yes,  sir. 

Secretary  Meyer.  I  suppose  that  made  a  duplication  of  machinery  possible? 

Commander  Quinby.  Yes,  sir;  but  I  believe  in  the  long  run  the  duplication  of 
machinery  paid  for  itself  in  economy  of  work,  and  in  the  end  the  Government  had  the 
machines  still  in  good  order  and  repair,  and  iii  cases  of  emeigency,  such  as  war,  the 
expedition  of  work  possible  in  the  navy-yard  in  the  shape  of  repairs  or  new  work  would 
be  infinitely  better  than  at  present. 

Secretary  Meyer.  Have  you  any  reason  that  equipment  will  not  be  as  well  adminis- 
tered now? 

Commander  Quinby.  It  will  be  administered  equally  as  well  now  if  the  inspection 
is  rigid.  In  order  to  have  this  rigid  inspection,  the  inspector  of  equipment  should 
have  a  great  deal  more  assistance  than  he  now  has. 

Secretary  Meyer.  That  applied  under  the  old  system  as  well  as  the  new  one? 

Commander  Quinby.  To  a  certain  extent;  yes,  sir.  Under  the  old  r^me  the 
work  originated  in  the  department  and  never  left  the  department  and  was  always 
under  Uie  inspection  of  the  experts  in  the  department.  Now  to  properly  systematize 
the  inspection  of  equipment,  I  think  the  inspector  of  equipment  should  have  at  least 
an  electrical  expert  aid,  a  stenographer,  and  two  outside  subinspectors,  these  sub- 
inspectors  to  be  practical  mechanics  of  a  high  order,  very  similar  to  the  foremen 
employed  in  the  old  shops. 
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Secretary  Mbtsr.  Are  yon  funiliar  witk  any  private  ihip-bnilding  plant*? 

Commander  Quinbt.  I  was  on  duty  at  Newport  News  aa  inepector  of  ordnance  for 
fifteen  months. 

Secretary  Mbtvb.  I  understand  at  NewxK>rt  News  they  have  a  hull  <tiviBion  and  a 
machinery  division. 

Commander  Quinbt.  Yes,  sir. 

Secretary  Meteb.  Are  there  any  divisions  outside  of  these  twot 

Commander  Quinbt.  Those  two  are  subdivided. 

Secretafv  Mbtbb.  Where  would  equipment  come — ^under  what  division — at  New- 
port News? 

Commander  Quinbt.  It  came  under  the  hull  division  at  Newport  News,  but  there 
is  no  reason  why  the  work  of  manufacturing  formerly  under  the  equipment  depart- 
ment at  this  yard  should  not  come  under  either  one  or  the  other,  as  the  work  is  of  sach 
a  nature  as  to  call  for  machine-shop  work  and  foundry  work  in  most  instances. 

Secretary  Meybb.  Then,  if  the  navy-yard  were  subdivided  into  a  hull  division  and 
a  machinery  division,  then  is  there  any  reason  why  equipment  should  not  come  under 
the  hull  division? 

Commander  Quinbt.  No,  sir;  there  is  none. 

Secretary  Mbtbb.  From  your  experience,  what  do  you  think  of  a  possible  hull 
division  and  machinery  division? 

Commander  Quinbt.  The  objection  I  would  have  in  having  equipment  dependent 
upon  either  of  those  two  woula  be  simply  that  as  appropriations  for  equipment  are 
separate  in  themselves,  it  would  seem  to  me  that  by  naving  them  solely  under  either 
of  these  departments  tne  main  object  attained  in  civil  life  oy  the  use  of  competition 
JB  destroyed.  In  order  to  control  the  expenditures  from  the  equipment  appropria- 
tions it  would  be  advantageous  to  have  the  two  divisions  bid  one  against  tne  other; 
either  hull  or  machinery  could  do  the  work,  but  they  ought  to  bid  against  each  other. 
It  should  be  a  matter  of  competition. 

Secretary  Metbb.  Have  you  any  opinion  yon  would  care  to  express  as  to  whether 
the  present  system  of  consolidation  would  work  out  advantageously  or  whether  a  divi- 
sion in  navy-yards  of  hull  and  machin^y  would  bring  better  results? 

Commander  Quinbt.  I  came  here  a  little  over  a  year  agp.  I  think  I  foresaw  this 
change  shortly  t^ter  I  came  here.  I  have  always  stoarated  in  my  own  mind  the  li^ht, 
power,  and  heat  divisions.  I  saw  that  the  manumcturing  department  was  eomingy 
but  never  dreamed  that  it  would  include  the  light,  power,  and  neat  divisions. 

Secretary  Meyer.  There  is  a  manu&cturing  deportment  now? 

Commander  Quinbt.  Yes,  sir. 

Secretary  Meter.  And  you  think  it  will  work  out  all  right? 

Commander  Quinbt.  It  ought  to  theoretically,  but  as  a  practical  question  we  see 
difficulties  arising  every  day;  but  they  are  minor  ones,  and  no  doubt  proper  orden 
and  regulations  would  obliterate  these. 

Secretary  Mbtbb.  Do  you  think  a  hull  division  and  a  machinery  division  would 
be  advantageous? 

Commander  Quinbt.  I  think  it  would  be  advantageous,  because  I  do  not  think 
our  constructors  are  quite  up  in  machineiy  *  that  is  to  eay,  they  have  not  had  practical 
sea  experience  with  modem  machinery  like  our  old  engineer  corps,  and  to  Keep  up 
with  tne  requirements  of  modem  steam  machinery  would  require  that  they  go  to 
sea  periodically  in  an  engineering  capacity.  From  an  academic  point  of  view  one 
manufocturing  plant  is  doubtless  correct,  but  from  a  practical  point  of  view  two 
departments  is  better.  The  equipment  department  is  now  narrowing  to  an  electrical 
bureau. 

Secretary  Mbtbb.  Is  there  anything  you  would  like  to  say  in  addition? 

Commander  Quinbt.  The  only  thing  I  would  surest  is  a  matter  of  help  in  the 
office.  The  expert  electrician  to  be  called  ''electrical  expert  aid."  and  two  sub- 
inspectors,  with  a  stenographer  to  keep  the  correspondence  up,  would  answer  for  the 
S resent  arrangement  or  for  the  arrangement,  if  contemplated,  of  a  hull  and  machinery 
i  vision. 

Work  in  the  yard  since  this  thing  has  gone  into  operation  has  gone  all  right  for  two 
reasons: 

Fiifit.  Since  Febmary  1, 1909,  until  March  1, 1909,  all  the  work  at  the  yard  has  been 
laid  out  and  estimated  on  under  the  old  system.  This  work  was  nearing  completion 
and  orders  were  issued  to  hurry  its  completion  so  as  to  make  way  for  the  battle  ship 
fleet  coming  in.  After  March  1  orders  were  received  from  Washington  to  stop  aU 
other  except  emergency  work  and  devote  entire  attention  to  the  four  battle  ships  at 
tiie  yard,  which  battle  ships  were  in  commission.  If  one  considers  the  difference  in 
the  inspection  of  ships  under  repairs  out  of  commission  and  ships  under  repairs  in 
commission,  it  will  be  seen  that  the  inspection  of  ships  in  commission  is  entirely  under 
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the  offlceiB  of  the  fihip,  who,  accarding  to  orders  to  that  effect,  are  required  by  the 
commanding  officer  to  report  to  the  inspectors  at  the  yard  as  assistants  on  board  the 
ship.  Therefore,  since  this  scheme  of  consolidation  has  been  put  into  effect  it  has 
never  been  thoroughly  tried  out.  For  the  first  month  it  consisted  entirely  of  woik 
already  laid  out  under  the  old  system,  and  since  that  time  it  has  been  under  thorough 
and  rigid  inspection  by  the  omcers  of  the  ship,  the  ships  themselves  being  in  com- 
mission. 

Second.  The  officers  of  the  yard,  by  direction  of  the  Secretary  of  the  Nav^,  were 
required  to  use  their  utmost  endeavor  to  make  the  new  system  work,  and  being  old 
hands  at  the  business,  with  more  or  less  navy-yard  experience  and  thorough  knowl- 
edge of  the  foremen  at  the  yard,  the  work  of  inspection  has  been  greatly  simplified. 
Had  new  inspectors  and  new  foremen  been  in  charge,  or  had  the  foremen  been  strangers 
to  the  inspectors,  the  inspection  would  have  been  placed  at  a  great  and  embanaoring 
disadvantage. 

SYATBMBNT  OF  NAVAL  CONSTRUCTOR  R.  M.  WATT,  U.S.  NAVT,  MANAOBR  OF  THS  MAN- 

UFAOTURINO  DXFABTMBNT. 

Secretary  Meyer.  What  has  been  your  engineering  experience? 

Mr.  Watt.  I  had  the  usual  course  in  steam  engineering  at  the  Naval  Academy, 
and  in  my  two  years'  postgraduate  course  at  the  University  of  Glaei^w — 1891-189S-- 
fuUv  one-third  of  the  instruction  period  was  given  to  marine  engmeering.  In  the 
performance  of  duty  since  I  have  had  continuous  dealings  with  the  construction  and 
repair  auxiliaries,  steam-steering  engine,  steam-windlan  engine,  boat  cranes,  and 
wmches. 

Secretary  Mbybr.  Is  the  inspector  of  machinery  consulted  in  the  preparation  of 
estimates? 

Mr.  W^ATT.  As  soon  as  a  request  for  repairs  on  a  ship  is  received  a  copy  is  imme- 
diately furnished  the  inspector  and  his  comments  and  suggestions  are  invited.  His 
comments  and  sugsfestions  are  always  adopted  except  when  I  am  sure  that  there  is 
a  better  method  df  effecting  repairs  or  securing  the  desired  alterations.  The  esti- 
mates are  now  prepared  practically  as  they  were  before.  The  master  workmen  of 
the  shops  are  instructed  to  meet  my  assistant  in  chaige  of  the  work  on  the  ship.  The 
work  on  the  ship  is  eone  over  with  the  head  of  the  department  on  the  ship,  the  officer 
in  charge,  and  the  foremen.  The  foreman  prepares  nis  estimates  and  submits  them 
to  me  through  the  officer  concerned,  whose  experience  enables  him  to  revise  the 
estimate  as  necessary.  The  estimates  are  forwarded  to  the  commandant  via  the 
inspector  concerned. 

Secretary  Meyer.  Who  has  charge  of  machinery? 

^r.  Watt.  The  machinery,  together  with  all  other  work  on  the  battle  ships,  is  in 
charge  of  Mr.  Du  Bose. 

Secretary  Mbybr.  What  experience  in  machinery  have  you  had  Mr.  Du  Bose? 

Naval  Constructor  Du  Bose.  I  have  had  practically  the  same  as  Mr.  Watt — ^not 
quite  as  extensive.  I  had  a  postoraduate  course  in  naval  architecture  at  the  Naval 
Academy,  which  included  most  oi  the  engineering  course  ordinarily  ^iven  to  engineer , 
cadets.  This  was  immediately  after  my  graduation  from  Annapolis,  and  after  two 
years  at  Annapolis,  which  was  interrupted  by  a  tour  at  sea  during  the  Spanish 
war,  I  went  to  tne  University  of  Glasgow  and  took  both  the  naval  architecture  and  the 
marine  engineering  courses. 

Secretary  Meyer.  That  was  what  year? 

Mr.  Du  Boss.  I  was  at  Glaagow  in  1899  and  1900.  I  have  had  nine  uninterrupted 
years'  experience  in  navy-j^ardwork  from  May  1,  1900. 

Mr.  Watt.  Mr.  Du  Bose  is  in  charge  of  battle-ship  repairs  of  all  descriptions— ^con- 
struction and  repair,  steam  engineering,  ordnance  ana  equipment.  Mr.  Du  Bose 
makes  it  a  practice  to  attend  a  Friday  morning  conference  of  all  steam  engineering 
foremen  in  which  he  takes  up  with  them  any  questions  relating  to  engineering  matters. 

Secretary  Meyer.  Would  the  inspector  of  steam  engineering  be  present? 

Mr.  Watt.  He  has  not  been  present  at  any  of  these  meetings.  These  conferences 
are  primarily  with  a  view  to  determining  the  order  in  which  work  is  to  be  carried  out. 

Secretary  Meyer.  Not  the  character  of  the  work? 

Afr.  Watt.  No,  sir;  simply  arranging  the  procedure  of  work  after  the  character  and 
extent  of  the  work  has  been  ordered  from  Washington. 

Secretary  Meyer.  Does  the  inspector  come  in  before  the  work  has  been  completed? 

Mr.  Watt.  He  does  not  come  in  in  connection  with  these  conferences,  but  the 
inspector  is  brought  into  contact  with  the  work  from,  time  to  time  in  connection  with 
his  inspections. 

Secretary  Mbtbr.  When  does  he  begin  to  inspect? 
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lAr.  Watt.  Ab  soon  as  work  has  been  autharized,  a  job  order  covering  the  work  la 
issued  to  the  foreman  who  is  to  carry  out  the  work.  A  copy  of  this  job  order  is  at  the 
same  time  sent  to  the  inspector,  so  that  the  inspector  knows  the  foreman  who  is  to 
do  the  work,  what  the  work  is,  and  has  the  information  concerning  the  job. 

Secretary  Ms  ysb.  In  practice  does  he  begin  to  inspect  before  the  work  is  completed? 

Mr.  Watt.  Commander  Kinkaid  gets  through  the  shops  daily,  but  under  tne  Sec- 
retary's memorandum  of  making  the  ship's  officers  primarily  inspectors  of  the  work  on 
ships  in  commission 

Secretary  Metbr.  That  would  apply  to  ships  in  commission,  but  how  about  others? 

Mr.  Du  BosE.  Answering  the  Secretary's  question,  it  would  depend  laij^ly  upon 
the  nature  of  the  work.  Some  items  would  be  inspected  as  it  was  progressmg;  other 
work  would  not  be  inspected  until  completed. 

Secretary  Meyer.  The  point  I  want  to  bring  out  is  this:  If  the  work  is  not 
inspected  until  completion,  then  there  is  no  way  of  making  the  necessary  alterations 
as  the  work  progresses. 

Mr.  Watt.  If  a  question  should  arise  which  would  require  the  consideration  of  the 
inspector,  the  matter  would  be  promptly  brought  to  his  attention. 

Secrets^  Meter.  That  would  depend  upon  the  individual  rather  than  on  the 
■ystem? 

Mr.  Watt.  Yes,  sir. 

Secretary  Meter.  The  delay  in  the  ships  is  due  to  the  nonanival  of  the  material 
for  the  fire-control  masts? 

Mr.  Watt.  Entirely. 

Secretary  Meter.  What  report  have  ^ou  as  to  when  that  material  will  arrive? 

Mr.  Watt.  The  only  data  we  have  is  that  a  partial  shipment  of  the  Lcuisiana'i 
tubing  was  made  May  3.  A  second  partial  shipment  of  the  tubing  was  to  be  made 
the  end  of  the  week.  There  are  also  cast-steel  fittings  or  connections  for  these  fire- 
control  towers  being  made  by  Johnson,  at  Spuyten  Duyvil.  A  partial  shipment  of 
these  fittings  has  been  received,  but  unfortunately  those  received  were  the  last  ones 
wanted. 

Secretary  Meter.  When  do  you  expect  these  battle  ships  will  be  in  readiness? 

Mr.  Watt.  Frankly,  about  the  1st  of  August.  We  have  no  notice  at  all  of  the  ship- 
ment of  the  tubing  for  the  Virginia  and  the  Minnetota.*^ 

Secretary  Meyer.  In  other  respects,  with  the  exception  of  the  fire-control  masts, 
when  will  the  vessels  be  in  readiness? 

Mr.  Watt.  That  is  rather  a  difficult  Question  to  answer,  for  this  reason:  The  masts 
dominate  everything.  The  fire-control  connections  between  the  fire-control  plat- 
form aloft  and  the  shin  of  course  have  to  be  made  after  the  tower  is  erected.  Setut^h- 
light  platforms,  searcnlights,  their  power  leads,  and  control  can  only  be  installed 
after  towers  are  erected.  I  should  sav  that  it  will  require,  to  complete  the  ships, 
five  weeks  after  the  delivery  of  the  fast  material.  It  we  could  get  that  material 
now  we  would  have  the  ships  ready  on  the  15th  of  June.  You  can  not  shorten  five 
weeks  appreciably,  because  the  work  on  these  towers  is  laigely  aloft,  and  you  can  not 
work  the  men  aloft  in  the  dark. 

Secretary  Meter.  How  long  is  the  daylight  now? 

Mr.  Watt.  It  is  daylight  from  about  5  to  7.30. 

Secretary  Meter.  Under  this  present  scheme  everything  is  under  the  manager  of 
the  manufactiu'ing  department.  Do  you  know  of  any  private  ship^tfd  that  has  that 
system? 

Mr.  Watt.  My  classmate,  Mr  Smith,  resigned  from  the  service  and  under  Mr. 
Bowles  is  doin^  at  Fore  River  what  I  am  attempting  to  do  here.  They  have  practi- 
cally our  organization  at  Fore  River. 

Secretary  Meter.  Do  you  know  what  the  Bath  Iron  Works  are  doing? 

Mr.  Watt.  They  have  a  young  man  named  Weatherby,  who  is  really  the  brains  of 
the  company. 

Secretary  Meter.  Do  they  have  a  hull  division  and  a  machinery  division  at 
Cramp's? 

Mr.  Watt.  Cramp's  have  a  superintendent  in  chaige  of  all  work  who  has  the  two 
divisions  of  hull  and  machinery. 

Secretary  Meter.  How  about  Newport  News? 

Mr.  Watt.  At  Newport  News  they  have  a  general  manager  and  an  assistant  to  him, 
and  under  the  manager  and  his  assiRtant  there  are  the  two  divisions.  In  every  one 
of  these  establishments  the  thing  is  governed  laigely  by  the  personality  of  the  men. 

a  When  this  statement  was  made  no  tubing  had  been  received.  Since  then  a  por- 
tion of  the  tubes  have  been  received,  and  some  castings,  but  not  the  castings  first 
required.    Every  possible  effort  is  being  made  to  expedite  material  deUveriee. 
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.In  one  eetablishment  certain  work  will  be  under  the  engine  division  and  in  other 
eetabliahments  exactly  the  same  work  will  be  under  the  null  division.  No  private 
establishment  would  be  a  precedent.  At  Newport  News  they  have  a  very  competent 
youns  man  who  has  charge  of  the  en^e  division  and  who  does  the  drainage  work 
and  the  turret-training  work,  the  interior  fittings  of  the  ship,  etc.,  and  work  performed 
elsewhere  under  the  hull  division.    The  other  division  does  merely  the  steel  structure. 

Secretary  Meter.  Relative  to  the  power  plant,  what  would  you  do  in  case  of  an 
accident  to  the  plant? 

Mr.  Watt.  The  power  house  is  practically  a  fireproof  structure  with  nothing  inside 
of  it  to  bum:  all  generating  units  are  in  duplicate;  one  unit  can  carry  the  ordinary 
load  by  carenil  use  of  lai^ge  motors  around  the  plant.  Then  to-day  we  still  have  the 
old  construction  and  repair  plant  that  has  never  been  dismantled. 

Secretary  Meter.  Don't  you  feel  that  it  may  be  advantageous  possibly  to  have  a 
supplementary  power  house? 

Mr.  Watt.  I  think  so.  I  have  thought  right  along  that  navy-yards  were  built 
primarily  for  efficiency  and  secondarily  lor  economy. 

Secretary  Meter.  What  I  have  in  mind  is  that  we  want  efficiency  and  economy, 
but  we  want  more  emeri^ency  focilities. 

Admiral  Taussig.  It  is  my  opinion  that  we  have  spent  more  money  converting  the 
present  power  house  to  the  uses  of  making  it  a  power  house  than  it  would  have  cost 
us  to  build  a  new  power  house  and  put  machinery  in  it.  The  old  foundations  had 
to  be  torn  out,  and  it  has  meant  a  long  and  unsatisfactorv  lob.  They  have  been  four 
years  doing  the  work  and  it  is  not  yet  finished.  Hollyday  thinks  he  has  enough 
money  to  miish  it,  but  I  do  not  think  so. 

Secretary  Meter.  Mr.  Watt,  do  you  think  the  old  construction  and  repair  power 
house  diomd  be  entirely  dismantled? 

Mr.  Wait.  I  should  say  not.  It  has  capacity  enough  to  run  the  shops  in  case  of 
emer^ncy.  It  is  taking  up  room,  though  not  a  great  deal,  and  I  believe  we  should 
keep  it  for  the  extra  safety  we  would  feel  in  being  able  to  fall  back  on  it  in  case  of 
emergency. 

Secretary  Meter.  If  this  yard  is  going  to  develop  into  one  of  the  most  important 
yards,  and  the  additional  power  house  exists  here,  I  would  like  to  feel  sure  of  the 
premises  before  we  absolutely  dismantle  that  power  house. 

Admiral  Taussig.  It  will  be  a  year  or  more  before  the  present  power  house  will  be 
in  fuU  commission. 

Mr.  Watt.  At  the  present  time  we  have  two  power  plants.  We  have  the  central 
power  plant,  which  has  quite  a  large  capacity,  and  then  we  have  the  old  construction 
and  repair  power  plant,  which  occupies  the  end  of  one  of  these  buildings.  It  has 
capacity  enough  to  run  the  shops  or  to  light  the  yard.  I  speak  very  feelingly,  because 
I  was  at  the  New  York  yard  when  the  steam-engineering  shop  there  went  up  in  smoke. 
If  that  had  been  the  only  machine  shop  we  would  have  been  in  a  bad  way. 

Admiral  Taussig.  Mr.  Watt  has  gooa  ideas  relative  to  the  development  of  this  yard, 
and  his  ideas  will  go  a  long  way  witn  me  when  we  take  up  the  question.  We  will  con- 
aider  the  two  power  plants. 

QUESTIONS  ASKED  WHEN  8ECRETART  METER  VISITED  THE  FOUNDRT. 

Admiral  Taussig.  It  is  only  a  question  of  a  year  or  two  before  we  will  need  another 
foundry.  For  the  general  efficiency  of  the  yard,  consolidation  has  been  an  excellent 
thing,  but  as  far  as  the  foundry  is  concerned  we  are  at  a  disadvantage. 

S^retary  Meter.  Wliere  was  the  other  foundry? 

Mr.  Watt.  Building  No.  42,  which  has  been  converted  into  a  plumbing  shop. 

Secretary  Meter.  Why  was  it  done  if  it  was  known  that  it  would  be  more  advan- 
tageous to  nave  two  foundries  instead  of  one? 

Admiral  Taussig.  We  did  not  know  that  when  it  was  consolidated. 

Mr.  Watt.  The  admiral  appointed  a  board,  and  this  board  made  a  majority  report 
in  favor  of  the  consolidation  of  the  foundries.  I  put  in  a  minority  report,  statins  that 
no  one  existing  foundry  was  big  enough,  but  we  got  the  order  to  consolidate,  and  con- 
solidation came.  Later,  I  was  reprimanded  by  the  Secretary  of  the  Navy  lor  stating 
that  consolidation  of  foundries  had  not  been  an  improvement. 

Admiral  Taussig.  The  order  came  to  consolidate,  and  we  made  the  best  of  the  order 
and  consolidated. 

Mr.  Watt.  The  steam  engineering  foundry  had  been  in  charge  of  the  same  foreman 
since  1864.  This  man  had  grown  old  and  gray  in  the  service  and  had  old  methods. 
The  construction  and  repair  foundry  had  been  kept  strictly  up-to-date.  When  Captain 
Kinkaid  was  given  charge  of  the  consolidated  foundnr,  he  took  from  the  smaller 
foundry  the  up-to-date  equipment  and  brought  it  down  here,  and  that  so  disabled  No. 
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42  that  it  was  useless,  and  was  recommended  and  fitted  for  a  plumber  riiop.  Befwe 
that  the  two  foundries  had  a  capacity  much  greater  than  the  one  now  has. 

Secretary  Meter.  Has  it  crippled  the  yard? 

Mr.  Watt.  At  times  it  has  been  necessary  to  work  in  three  shifts  to  keep  up  to  the 
work  (since  February  1  shifts  have  been  worked  about  five  weeks). 

Secretary  Meteb.  How  long  before  we  will  outgrow  this  single  foundry? 

Mr.  Watt.  We  have  outgrown  it  now. 

Secretary  Meteb.  By  the  consolidation,  so  far  as  the  foundry  is  concerned,  you  have 
lost  the  use  of  one  foundry? 

Mr.  Watt.  Yes,  sir. 

Consolidation  at  the  yard  to  date  has  resulted  in  a  marked  improvement  in  the  gen- 
eral condition  of  the  shops,  and  the  yard  is  to-day ,  by  reason  of  increased  shopfaicilities, 
concentration  of  the  best  tools,  and  elimination  of  the  older  and  leas  satisfactory  tools, 
prepared  to  imdertake  tasks  of  greater  magnitude  in  every  branch  of  trade,  with  the 
possible  exception  of  the  foundry,  than  it  was  prior  to  consolidation.  The  copper- 
smith shop  has  been  more  than  doubled  in  capacity;  the  blacksmith  shop  is  being 
materially  improved,  and  the  plumber  shop  as  now  installed  in  a  separate  building 
has  much  more  space  available  for  properly  handling  the  work.  The  work  formerly 
periormed  in  shops  at  the  extreme  nortneastem  extremitv  of  the  yard  has  been  trans- 
ferred to  shops  much  more  centrally  located  and  generally  much  more  convenient  to 
the  ships. 

The  efficiency  of  the  mechanics  and  laborers  employed  has  been  increased.  There 
is  one  body  of  workmen ,  with  no  divisions.  There  is  but  one  set  of  customs  or  rules 
applicable  to  every  employee  of  the  yard.  All  divisions  have  been  eliminated. 
Consequently  all  inspectors,  all  officers  of  the  manufacturing  department,  and  all  fore- 
men are  alike  interested  in  detecting  loafing  or  other  infraction  of  yard  regulations,  and 
a  high  state  of  discipline  can  more  readily  be  secured.  Prior  to  consolidation  men 
deserving  discipline  frequently  escaped  same  by  stating  they  belonged  to  a  department 
other  than  that  of  the  detecting  officer. 

There  is  iar  better  coordination  of  work,  and  resultant  economy  of  time,  on  all  items 
of  work  coming  under  the  cognizance  of  more  than  one  bureau.  The  ships'  ofllcers 
themselves  deal  with  the  manager  or  his  representative  (and  the  manager  has  but 
one  assistant  on  every  vessel),  and  the  foremen  doing  the  work  can  now  consult  far 
more  freely  with  each  other  and  more  rapidly  arrange  their  work  than  when  they 
had  to  deal  through  heads  of  independent  departments.  By  such  freouent  iio^ter- 
course  far  better  continuity  of  work  is  secured  and  repairs  completed  in  uiorter  time, 
thereby  releasing  vessels  earlier  to  their  legitimate  work. 

There  has  been  a  saving  in  storage  space  of  not  less  than  74,000  square  feet  of  floor 
space,  and  such  saving  in  floor  space  will  probably  obviate  the  necessity  for  imme- 
oiately  asking  for  additional  storehouses,  unless  building  No.  62  is  converted  into  an 
office  building. 

Consolidation  at  the  Norfolk  Navy- Yard  has  proved  a  success.  Frictionhas  been, 
almost  wholly  obliterated.  Economy  in  time  ana  money  can  be  clearlv  demonstrated, 
Uniform  methods  of  keeping  accounts,  making  reports,  administering  shops,  and  rating 
labor  are  in  force.  All  work  in  progress  receives  the  personal  supervision  of  an  officer 
from  the  manufacturing  department  (which  was  not  always  possible  with  the  single 
commissioned  assistant  previously  on  duty  in  the  steam  engineering  department, 
and  none  in  equipment  and  ordnance).  All  work  also  receives  thorough  inspection 
by  the  inspectors  of  the  yard  and  the  assisting  inspectors  on  the  ships  in  commission. 
Discipline  amongst  yard  employees  has  been  improved.  The  work  is  divided  amongst 
fewer  foremen,  whose  wages  can  therefore  be  increased,  insuring  retention  of  tne 
good  men.  By  frequent  conferences  the  foremen  are  kept  fully  informed  of  the 
relative  importance  of  work,  and  work  is  arranged  in  its  logical  sequence. 


Mat  10,  1909. 
mbmobandum. 

The  Secretarv's  orders  or  authority  to  perform  work  on  a  vessel  in  commission  at  a 
navy-yard,  and  particularly  where  the  stay  of  a  vessel  at  the  navy-yard  is  limited, 
•houla  carry  witn  it  the  authority  to  purchase  the  necessary  material  to  carry  out 
the  Secretary's  orders  from  the  nearest  purchasing  office  without  further  reference 
to  Washington.  At  the  present  time  the  Regulations  are  such  that  although  the 
Secretary's  order  may  be  received  in  the  yard  to  perform  a  piece  of  work,  this  authority 
does  not  permit  purchase  of  material  except  by  preparation  of  requisition  and  refer- 
ence to  tne  department.    The  procedure  is  as  follows:  A  memorandum  for  requisi- 
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Hon  covering  material  or  article  required  is  prepared  in  the  office  of  the  manager. 
This  memorandum  ^oes  to  the  gencoal  storekeeper  and  the  leouisition  is  made  out 
bv  him,  which  requisition  is  forwarded  to  the  bureau  concemea.  then  to  the  Bureau 
of  Supplies  and  Accounts.  If  the  amount  is  more  than  $500  and  purchase  is  desired 
without  advertising,  the  roouisition  is  forwarded  to  the  Secretary,  then  goes  back  to 
the  Bureau  of  Supplies  and  Accounts,  and  it  is  then  returned  from  that  bureau  to 
the  local  purchasmg  officer  and  the  general  storekeeper.  This  consumes  anywhere 
from  ten  oays  to  twenty  days  or  longer,  and  the  completion  of  the  ship  is  frequently 
delayed  thereby.  Certainly  the  Secretary's  authority  to  perform  a  certain  detailea 
piece  of  work  should  be  sufficient  authority  to  authorize  the  commandant  to  order 
the  local  pay  office  to  make  purchase  of  the  necessary  material  involved,  except  in 
cases  where  the  Secretary  orders  purchase  made  in  some  other  maimer.  Numerous 
cases  in  point  have  occurred  while  the  battle-ship  fleet  has  been  at  the  various  yards. 
Late  in  April  the  Secretary,  upon  recommenaation  of  the  Commander  in  Chief, 
recemmenaed  the  substitution  of  a  powerful  salt-water  pump  in  place  of  the  three 
auxiliary  feed  pumps  on  the  ConnecUcui  and  Virginia  classes.  Memorandum  for 
requisition  was  prepared  in  the  office  ci  the  manager,  and  on  the  1st  of  May  transmitted 
to  the  general  storekeeper,  who  made  requisition  and  forwarded  same  on  the  same 
day.  Tiiis  requisition  was  transmitted  to  the  Bureau  of  Steam  Engineering,  and 
presumably  to  the  Secretary,  but  to  date  neither  the  office  of  the  manager  nor  the 
office  of  the  general  storekeeper  has  any  information  as  to  the  status  of  the  requisition, 
and  the  order  for  the  pumps  in  question  has  not  been  placed. 

Although  somewhat  an  exceptional  case,  the  foUowm^  are  the  facts  in  connection 
with  the  tile  ordered  for  the  Virata's  boilers.  The  tile  bricks  for  the  Virginia*§ 
boilers  were  made  the  subject  of  a  requisition  on  the  3d  of  March.  1908,  which  requisi- 
tion was  forwarded  by  the  general  storekeeper  on  the  5th  ot  March,  1909.  This 
requisition  was  approved  by  the  Bureau  of  Steam  Engineering  March  19,  1909,  and 
purchase  ordered  by  the  Bureau  of  Supplies  and  Accounts  on  March  20,  1909.  By 
reason  of  difficulty  m  obtaining  material  desired,  requisition  was  not  finally  awarded 
until  April  28, 1909.  and  it  is  improbable  that  the  material  will  be  in  the  yard  prior 
to  the  oate  set  for  tne  vessel's  departure. 

P.  M.  Watt, 
NawU  OotMtnictor,  U.  8,  Navy. 


May  20;  1909. 

Sm:  In  reference  to  paragraph  1  of  article  9, 1  desire  an  expression 
of  opinion: 

First.  As  to  what  effect  it  would  have  on  the  organization  and 
efficiency  of  the  yard  if  this  paragraph  should  be  adopted  and  put 
into  effect  within  the  near  future. 

Second.  Would  it,  in  your  judgment,  be  more  advantageous  if  thia 

Earagraph  were  not  adopted  until  a  definite  plan  of  reorganizaticm 
as  been  recommended  by  the  Secretarj^  of  the  Navy  along  the  lines, 
possibly,  of  a  hull  division  and  a  machinery  division,  as  informally 
discussed  yesterday? 

Respectfully,  -. 

Secretary  of  ffie  Ifavy. 
Rear-Adiniral  E.  D.  Taitssio,  U.  S.  Navy, 

Commandant  Navy- Yard,  Norfolk ,  Fa. 


United  States  Navt-Tabd, 

Norfolk,  Fa.,  May  ««,  1909. 
Sm: 


§enera 
ecretai^'s  attention  is  invited  to  the  wording  of  the  following 
place  of  paragraph  1  of  article  9,  referred  to  m  the  conference,  aa 
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makixig  no  radical  change  from  paragraph  1,  article  9,  and  slightly 
more  specifically  defining  the  duties  of  the  Bureau  of  Steam  Engi- 
neering. The  proposed  paragraph  does  not  change  the  manufac- 
turing plant  of  the  navy-yard  as  now  established,  nor  does  it  go  as 
far  as,  were  this  now  the  time  to  advocate  it,  I  would  recommend : 

Article  9.  (1)  The  duties  of  the  Bureau  of  Steam  En^eering 
shall  comprise  all  that  relates  to  the  preparation  of  the  designs^  for, 
and  to  the  supervision  of,  the  buildm^,  installation,  and  repair  of 
all  machinery,  other  than  electriC;  used  for  the  propulsion  or  naval 
vessels;  and  of  all  steam  pumps,  steam  heaters,  distilling  apparatus, 
refrigerating  machinery,  and  all  steam  connections  of  ships. 

(2)  All  steam  machinery  used  on  naval  vessels  not  previously 
mentioned  in  this  paragraph  shall  be  designed  and  installed  to  the 
satisfaction  of  the  Bureau  of  Steam  Engineering. 

(3)  It  shall  require  for  and  order  the  manufacture  of  its  equipage 
and  supplies. 

(4)  It  shall  prepare  specifications  for  fuel  to  be  purchased  for 
navfid  vessels,  and  shall  inspect  the  same. 

(5)  It  shall  have  cognizance  of  all  that  pertains  to  the  engineering 
experiment  station. 

Very  respectfully,  E.  D.  Taussig, 

Rear^Admirdl,  U.  8.  Navy,  CommaridarU. 
Hon.  G.  V.  L.  Meyer, 

Secretary  of  the  Nwvy,  WaahingUmf  D.  O. 


United  States  Navy-Yard, 

Philadelphia,  Pa.,  May  it,  1909. 
Sm:  In  reply  to  your  letter  of  May  20,  1909, 1  would  state: 

2.  There  are  three  distinct  definitions  of  the  powers  of  the  Bureau 
of  Steam  Engineering:  First,  that  contained  m  the  Navy  Regula- 
tions of  1909,  article  9,  paragraph  1;  second,  that  recommended  in 
the  majority  report  of  the  Sperry  Board  under  "A" — Reconciliation, 
article  9,  paragraph  1 ;  .and  thirdf,  that  stronglv  recommended  in  the 
majority  report  of  the  Sperry  Board  under  "B  ' — Recommendations, 
article  9,  paragraph  1. 

3.  The  first  of  these  gives  the  Bureau  of  Steam  Engineering  control 
of  design  only;  the  second  gives  control  of  design  and  supervision  of 
construction  and  installation,  and  the  third  gives  control  of  design, 
control  of  construction  and  installation,  and  supervision  of  the  com- 
pleted product. 

4.  In  answer  to  the  first  question  in  your  letter,  I  would  state  that 
if  the  Sperry  Board  ''A"— Keconciliation,  article  9,  para^aph  1,  be 
adopted,  it  would  merely  give  that  supervision  of  actud  construo- 
tion  and  installation  that  is,  in  my  opinion,  absolutely  necessary  to 
insure  the  efficient  execution  of  the  design  in  its  integnty  and  intent. 
Under  the  regulation  now  in  force,  article  9,  para^aph  1,  Navy 
Regulations,  1909,  the  Bureau  of  St'^^^m  Engineering  creates  the 
design,  but  the  Bureau  of  Construction  and  Repair  executes  it,  and 
in  that  execution  the  original  design  may  be  so  distorted  as  to  seri- 
ously aflFect  its  efficiency. 

5.  The  Sperry  Board  '*  B  " — Recommendations,  article  9,  para^aph 
1,  gives  the  control  of  manufacture  and  instaUation,  in  addition  to 
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duties  granted  by  the  Speny  Board  "A" — Reconciliation,  article  9, 
paragraph  1,  to  tne  Bureau  of  Steam  Engineering.  I  am  heartily  in 
ravor  of  this  article,  as  I  am  firmly  convinced  that  hulls  should  be  de- 
signed and  built  by  hull  experts,  and  machinery,  both  steam,  electric, 
hydraulic,  and  pneumatic,  by  machinery  experts,  and  that  in  these 
days  the  best  special  talent  should  be  utilized  in  each  special  field, 
from  the  initial  drawing  to  the  completed  product. 

6.  The  effect  of  Sperry  Board  "A" — Reconciliation,  article  9,  para- 
graph 1,  would  be  to  reasonably  insure,  so  far  as  is  practicable  under 
the  present  system  of  navy-yard  administration,  the  proper  execution 
of  tne  design  of  machinery  now  prepared  by  the  Bureau  of  Steam 
Engineering  xmder  the  authority  or  article  9,  paragraph  1,  Navy 
Regulations,  1909. 

7.  The  effect  of  Sperry  Board  "B" — Recommendations,  article  9, 
paragraph  1 .  would  be  to  secure  the  best  design  and  the  most  effective 
execution  or  that  design. 

8.  In  answer  to  your  second  question^  I  would  state  that,  so  far 
as  this  yard  is  concerned,  there  is  no  valid  reason  why  Sperry  Board 
"B,"  article  9,  paragraph  1,  should  not  be  put  into  instant  effect. 

It  woiild  involve  no  extra  cost,  as  the  shops  required  for  performing 
steam  engineering  work  have  not  been  affected  by  the  change  in 
navy-yara  organization  of  February  1,  1909.  The  peat  importance 
of  the  proper^  eflScient  performance  of  the  work  of  design,  execution, 
and  installation  of  steam  machinery;  the  certainty  that  those  ex- 
pert ofiicers  that  desien  should  ^uide  the  execution  and  govern  the 
mstallation;  the  benefit  to  be  gamed  by  efficient  supervision  and  con- 
trol of  manufacture  by  properly  qualified  technical  experts,  who 
combine  sea  experience  with  snop  practice,  are  my  reasons  for  recom- 
mending strongly  that,  so  far  as  this  yard  is  concerned  at  least,  Sperry 
Board  B,"  article  9,  paragraph  1,  Recommendations,  be  put  into 
immediate  effect. 

Very  respectfully,  E.  C.  Pendleton, 

Rear-Admiral,  U.  S.  Navy,  Commandant. 

The  Secbetabt  op  the  Navt?  , 

WaaTiiuffUm,  D.  0. 


United  States  Navy- Yard, 

NorfolJc,  Fa.,  May  22, 1909. 
Snt:  Referring  to  the  Secretary's  letter  of  May  20, 1909,  in  reference 
to  paragraph  1  of  article  9,  my  opinion  is: 

Fii«t.  It  would  have  no  material  effect  upon  the  organization  of 
the  yard  should  this  paragraph  be  adopted.  It  would  probably  have 
a  beneficial  effect  upon  the  efficiency  of  the  yard  if  the  paragraph 
should  be  adopted  and  put  into  effect  within  the  near  future,  as  it  will 
improve  the  condition  of  the  bureau  of  steam  engineering. 

Second.  It  would  be  more  advantageous  to  adopt  this  paragraph 
within  the  near  future. 

Very  respectfully,  E.  D.  Taussig, 

Rear-Admirai,  U.  8.  Navy,  Qommandant, 
Hon.  G.  V.  L.  Meyer, 

Secretary  of  the  Navy,  WasUngton,  D.  0. 
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Unitkp  States  Navy-Yabd, 

Washington,  D,  C,  May  22, 1909. 
Sib:  1.  In  obedience  to  your  letter  of  May  20,  1009,  in  which  you 
request  an  opinion  in  regard  to  paragraph  1  of  article  9,  I  would 
respectfully  state  in  answer  to  question  1 : 

2.  That  I  believe  it  is  desirable  that  this  amendment  should  be 
adopted  and  put  into  effect  within  the  near  future.  Although  I  have 
had  no  experience  in  the  way  other  navy-yards  than  this  one  are 
administered  at  present,  I  do  not  see  how  separating  the  eimneer 
department  can  cause  any  disorganization.  Machmes  could  be 
assigned  by  the  commandant  to  the  engineer  department,  ieind  men 
by  daily  transfer,  leaving  them  still  on  one  roll,  but  both  machines 
and  men  to  be  imder  the  supervision  of  the  acting  engineer  officer; 
in  other  words,  the  only  change  would  be  in  the  supervision.  I  am  of 
the  opinion  that  efficiency  and  economy  would  be  increased  thereby, 
as  I  believe  those  who  are  best  qualified  for  any  work  should  supervise 
it,  and,  being  experts,  should  oe  cognizant  of  the  most  economical 
way  of  carrying  it  out.  Harmony,  a  great  factor  of  efficiency,  would 
certainly  be  promoted. 

3.  To  my  mind  an  additional  reason  that  it  is  desirable  to  have  this 
change  soon  is  that  the  incoming  engineer  in  chief  should  be  able  to 
organize  his  bureau  and  yard  departments  at  once  and  administer 
them  entirely  under  his  control  and  his  methods,  as  his  is  the  respon- 
sibility. 

4.  Answer  to  question  2.     I  do  not  think  it  would  be  more  advanta- 

feous  to  wait  until  a  definite  plan  for  complete  reorganization  might 
e  adopted. 

Respectfully,  E.  H.  C.  Leutzb, 

Rear-Admiral,  U.  S,  Navy, 
Oomnmndant  and  Superintendent  Navai  Qun  Factory. 

TheSsOBETABY  OF  THE   NaVY, 

Navy  Department,  WofShinffton,  D.  0. 


No.  110-125.] 

Navy- Yard,  New  Yokk,  Moaj  21, 1909. 

Sir:  1.  Referring  to  the  department's  letter  of  May  20, 1909, 
requesting  an  expression  of  opinion  concerning  paragraph  1  of  article 
9 1  have  the  honor  to  report  as  follows : 

First.  It  would  be  madvieable  to  put  the  paragraph  into  effect 
before  the  departure  of  the  ships  of  the  fleet,  as  it  would  delay  and 
complicpte  work.  It  would  cause  less  inconvenience  in  the  next 
&cal  year. 

Second.  I  think  it  would  be  more  advantageous  to  defer  the 
adoption  of  this  paragraph  until  a  definite  plan  of  reorganization 
were  decided  upon  by  the  Secretary  of  the  Navy.  This  would  also 
afford  time  for  the  full  consideration  of  the  amendments  to  the  para- 
graph referred  to,  which  were  suggested  at  the  discussion  on  the  19th. 
Very  respectfully, 

J.  B.  MUBDOCK, 

Captain,  TJ.  8,  Navy, 
Commanda/nt  Navy- Yard  and  Siatimi. 

The  Secretary  op  the  Navy, 

Washin^gton,  D.  0. 
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370 1 .]     U^iiiraD  SrtATm  Natt-Yarb,  Boston,  Mass, ,  May  2^,  1909. 

Sib:  1.  I  have  to  acknowledge  your  letter  of  May  20,  asking  two 
questions  about  paragraph  1,  article  9,  on  page  6  of  -the  report  of  the 
operry  Board.    The  first  question  is  as  follows: 

What  effect  would  it  have  en  the  (Mganieation  and  efficiency  of  the  yard  ii  this 
puagraph  diould  be  adopted  and  put  into  effect  within  the  near  future? 

2.  The  second  question: 

Would  it,  in  your  judgment,  be  more  advantageous  if  this  paragraph  were  not 
adopted  until  a  definite  plan  of  reer^aniasation  has  been  recommended  by  the  Sec- 
retarv  of  the  Navy  along  the  lines,  possibly,  of «  hull  division  and  a  machinery  division, 
as  informally  discussed  yesterday. 

3.  The  paragraph  in  question  uses  the  word  "supervise,"  the 
definitions  of  whicn  will  carry  with  them  authority  for  administration 
and  inspection  of  work  done.  Therefore,  if  adopted  and  put  in  force 
it  would  amount  io  the  establishxnent  of  the  two  divisions  covered 
by  the  second  question. 

4.  I  beheve  it  would  be  practicable  to  do  this  in  the  near  future 
with  a  manifest  increase  of  efficiency  in  navy-yard  administration, 
but  before  doing  it  there  should  be  some  definite  ruling  made  as  to 
the  various  branches  of  work  to  be  assigned  to  the  two  grand  divisions 
in  the  shops,  and  if  practicable  there  should,  at  the  same  time,  be 
formed  a  department  of  accounts  which  would  relieve  the  manufactur- 
ing departments  of  the  ^ard  of  all  duties  connected  therewith. 

5.  The  adoption  of  tms  proposition  would  raise  the  question  of  the 
jurisdiction  in  the  shops  to  be  enjoyed  by  the  inspectors  of  equipment 
and  ordnance.  As  the  discussion  m  subdivision  '*B,"  on  page  49  for 
equipment,'  on  pa^e  52  for  ordnance,  and  on  page  63  for  construction 
and  repair,  in  demiing  the  duties  under  these  bureaus  uses  different 
terms,  I  am  not  quite  clear  whether  the  text  expresses  the  intention 
of  the  Sperry  Board.  For  example:  The  expression  '^supervise  the 
installation  is  used  in  describing  the  duties  for  the  Bureau  of  Equip- 
ment; in  describing  the  duties  for  the  Bureau  of  Ordnance  the  pro- 
posed changes  do  not  include  the  word  '^supervise,"  and  therefore 
ordnance  is  charged  only  with  the  inspection  of  installations  afloat,  a 
comparative  restriction  in  its  duties  as  compared  with  equipment, 
which  may  be  unintentional. 

6.  The  duties  of  these  inspectors  and  the  form  of  administration 
to  be  adopted  in  the  event  that  paragraph  1,  article  9,  is  put  in  force, 
must,  if  clearly  understood,  follow  a  verv  careful  comparison  not  only 
of  the  division  of  reconciUation,  but  also  that  of  recommendations, 
the  two  being  so  interlocked  that  it  seems  hard  to  adopt  one  without 
the  other,  so  far  as  the  navv-yard  is  concerned,  and  the  acceptance 
of  the  proposition  contained  in  Division  B  carries  with  that  accept- 
ance an  inquiry  as  to  the  adoption  of  the  recommendations  con- 
tained on  pages  Nos.  58,  59,  60,  and  61. 

7.  I  beheve  that  the  general  scheme  therein  outlined  should  be  the 
basis  upon  which  the  navy-yard  administration  should  be  developed 
and  shall  hope  to-morrow  to  present  some  thoughts  with  reference 
to  an  accoimting  department,  at  the  same  time  returning  the  con- 
ference report  of  May  19. 

Very  respectfully,  Wm.  Swift, 

Rear-Admiral,  U.  S,  Navy,  CommaridarU. 

The  Secretaby  of  the  Navy, 

Navy  Department,  Washington,  D.  O. 
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United  States  Navt-Yabd, 
Parisnumih,  N.  H.,  May  H,  1909. 
Sir:  Referring  to  the  transcript  of  notes  taken  at  the  department 
on  Wednesdajr  and  sent  me  for  correction  by  your  confidential  clerk: 

2.  I  beg  to  inform  you  that  I  have  no  corrections  to  make. 

3.  For  further  remarks  see  my  letter  of  this  date,  herewith  inclosed. 

Very  respectfully, 

E.  E.  Moore, 
Rear'Admiral,  U.  8.  Navy,  Commaridant. 
The  Seobetaey  op  the  Navy, 

Washington,  D.  O. 


llNrrED  States  Navy- Yard, 

Parisnumih,  N.  H.,  May  24,  1909. 
Sir:  In  reply  to  the  department's  letter  of  the  20th  instant  in  refer- 
ence to  paragraph  1  of  article  9:  - 

1.  I  recommend  that  the  article  referred  to  be  put  into  effect  at  bell 
ring  July  1,  1909,  for  the  following  reasons: 

(a)  It  is  the  beginning  of  the  fiscal  year,  when  the  old  accounts  are 
closed  and  new  ones  opened. 

(6)  It  is  a  time  when  most  of  the  ships  will  be  away  from  the  yards 
and  there  will  be  less  competition  in  transferring  iob  orders,  etc. 

(c)  The  sooner  it  is  done  the  less  expense  it  win  be  to  the  Govern- 
ment, because  of  the  growth  of  the  present  system  and  rearrangement 
of  shops  that  will  be  necessary  on  any  further  change. 

2.  ifurther  recommend  that  there  be  but  two  manufacturing  plants 
at  this  yard,  one  of  hulls  and  one  of  machineir;  that  all  equipment 
electrical  work  be  done  under  the  department  of  machinery,  known  as 
a  subdepartment  "electrical  machmery,"  with  an  assistant  to  the 
manager  of  that  department,  known  as  "  inspector  of  equipment"  or 
" electrical  inspector."  In  fact,  I  recommend  that  all  equipment  work 
be  done  by  that  department,  except  rigging,  which  is  now  very  small 
and  perhaps  will  work  best  with  construction  and  repair. 

3.  I  further  recommend  that  yards  and  docks  work  be  done  by  the 
hull-manufacturing  department,  as  now,  that  department  being  more 
closely  aUied  to  it  and  having  under  former  consoUdation  the  carpen- 
ters^ joiners,  painters,  plumbers,  etc.,  and  at  present,  imder  the  reor- 
gamzation  oi  February  1,  all  mechanics,  laoorers,  appUances,  and 
"pubUc  utilities,"  for  which  latter  it  has  most  use.  Tnere  should  be 
an  inspector  of  public  works^  a  civil  engineer,  under  the  commandant, 
who  stiould  inspect  all  pubhc  works  under  the  Bureau  of  Yards  and 
Docks,  whether  done  by  contract  or  the  manufacturing  department. 

4.  I  further  recommend  that  ordnance  work  at  this  yard  be  done 
by  one  of  the  manufacturing  departments,  whichever  can  do  the  work 
to  best  advantage  for  the  least  money.  This  will  usually  be  Con- 
struction and  Repair,  because  the  work  will  be  most  closely  connected 
with  hull  work.     An'  inspector  of  ordnance  is  necessary. 

6.  Referring  to  the  second  paragraph,  in  my  judgment  it  would 
not  be  advantageous  to  postpone  the  adoption  longer  than  July  1, 
1909.  This  is  only  a  modification  of  the  reorganization  which  went 
into  effect  February  1,  1909,  without  a  definite  plan. 
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6.  In  connection  with  this  subject,  I  recommend  that  navy-yard 
order  No.  23,  second  reyision,  article  37,  last  paragraph  of  paragraph 
3,  be  revoked,  so  that  the  commandant  can  transfer  men  from  one 
department  to  another,  as  he  finds  it  necessary  and  to  the  best 
interests  of  the  Government. 

Very  respectfully,  E.  K.  Moore, 

Rear-Admiralf  U.  S.  Navy,  ComTruinda/nt* 
The  Secbbtabt  of  the  Navy, 

Washington,  D.  0. 


84. 

Depabtment  op  the  Navy, 

Washington,  April  S7, 1909. 
Osmtlemen:  I   transmit   herewith    for   your    consideration   the 
report  of  Rear-Admiral  Albert  R.  Couden,  U.  S.  Navy,  retired,  on 
the  workings  of  the  consoKdation  plan  at  various  navy-yards. 
Respectfully, 

G.  V.  L.  Meyeb, 
Secretary  of  the  Navy. 
BoABD  ON  Naval  REoniJkTioNs, 

Washington,  D.  0. 


Navy  Department, 
Woikington,  D,  C,  April  £7, 1909. 
8m:  1.  In  obedience  to  the  orders  of  the  Navy  Department  No.  4597-87  of  April  1, 
1909, 1  have  visited  the  oavy-yards  at  Portsmouth,  N.  H.,  Boston,  Mass.,  New  York, 
N.  Y.,  Philadelphia,  Pa.,  and  Norfolk,  Va.,  and  have  made  careful  inquiries  into  the 
matters  referred  to  me  for  examination,  and  have  the  honor  to  report  as  follows: 

2.  At  each  navy-yard  I  was  given  all  facilities  and  assistance  possible  to  enable  me 
to  understand  the  existing  conditions  and  practice. 

"(a)  What  is  the  system  by  which  the  inspector  of  ordnance  inspects  aU  work 
done  m  the  navy-jrura  on  articles  under  cognizance  of  this  bureau?  What  record  is 
kept  of  his  inspection?  What  assistance  has  he  in  making  inspection  and  in  record- 
ing the  work?'*^ 

3.  At  all  the  yards,  but  under  slightly  different  methods,  all  ordnance  work  except 
that  for  ships  in  commission  is  inspected  by  the  inspector  of  ordnance;  in  all  yaroa 
Uie  ships'  officers  of  ships  in  commission  inspect  the  work  doing  for  the  ships.  In  one 
yard  the  ships'  inspection  officers  work  in  conjunction  with  the  ordnance  inspector 
of  the  yard  on  the  inspection  of  work  for  their  respective  ships.  This  modification  is, 
I  believe,  of  great  aavantage  to  the  ships'  work,  and  should  be  generally  adopted. 
Making  ships  officers  inspectors  is,  I  understand,  due  to  a  recommendation  of  the 
late  commander  in  chief  of  the  battle-ship  fleet.  For  the  purposes  of  inspection, 
copies  of  the  job  orders  for  all  ordnance  work  are  sent  to  the  inspector  of  ordnance, 
and  Uieee  are  intended  to  show  where  and  when  and  under  what  foreman  the  job  is 
to  be  done.  In  some  yards  this  communication  is  prompt,  in  others  less  so,  but  it  is 
to  be  expected  that  all  will  be  prompt,  as  difficulties  will  arise  when  otherwise.  The 
inspection  is  mainly  to  determine  that  the  work  as  laid  out  is  done  efficiently,  but 
does  not  usually,  or  necessarily,  determine  that  the  work  was  well  designed  or  was 
even  necessary.  Access  to  the  draftinpr  room  is  open  to  the  inspector  at  all  times. 
But  an  assistant  to  the  manager,  usually  or  always  an  assistant  naval  constructor, 
makes  all  reports,  recommendations,  and  estimates  under  ordnance,  and  that  authority 
makes  that  officer  the  responsible  factor  for  the  work.  The  inspector  inspects  the 
work  (approved  by  the  manager)  that  the  assistant  naval  constructor  decides  should 
be  done  m  such  and  such  a  manner.  In  many  cases  the  plans  will  undoubtedly  be 
submitted  for  examination  by  the  inspector,  but  this  will  be  done  less,  and  lees,  and 
the  in/q>ection  will  become  less  efficient.    The  records  kept  by  the  inspector  amount 
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to  nothing,  he  0.  K.'s  job  orders  or  declines  to  do  8o.  Hid  principal  aBeistai^  in  the 
actual  inspection  must  be  from  the  manager's  force,  and  to  the  manager  these  aasistaiita 
will  owe  tneir  loyalty  and  from  him  exx)ect  their  rewards. 

"4.  (6)  What  asBunmces  has  the  bureau  that  all  work  in  connection  with  the  storage-, 
care,  and  inatallation  of  all  fittings  .or  outfits  perUining  to  the  Bureau  of  Ordnance  is 
done  to  the  satisfaction  of  the  bureau,  and  that  all  articlefl  of  ordnance  outfits  are  kept 
clean  and  in  good  condition?" 

The  ordnance  stores,  technical  and  otherwise,  have  been  turned  over  to  the  general 
storekeeper.  The  technical  stores,  guns,  sights,  mounts,  small  arms,  etc.,  are  now 
under  the  care  of  gunners  and  ordnance  men  precisely  as  they  were  before.  The  only 
change  is  that  now  a  paymaster  is  in  supervisory  chaige  in  place  of  the  inspector  of 
ordnance.  This  seems  to  be  a  distinct  loss  in  efficiency  without  any  corresponding 
gain.  As  by  law  the  paymaster  can  exercise  no  control  over  a  gunner,  difficulties  are 
probable,  the  gunner  feeling  that  the  paymaster  must  necessarily  know  little  or  noth- 
mg  as  to  the  proper  care  of  such  articles,  and  resenting  instructions  from  one  who  has 
no  real  command  of  his  actions.  The  inspector  of  ordnance  is  undoubtedly  free  to 
visit  the  storehouses,  but  has  no  real  authority  or  real  means  of  inspection.  Inspec* 
tion  by  courteey  is  of  very  little  value.  There  is  no  actual  consolidation  of  stores. 
Ordnance  stores  are  at  least  generally,  and,  I  believe,  in  all  cases,  where  they  have 
been  for  years  and  where  thev  will  remain. 

'*5.  (c)  What  assurance,  or  check,  has  the  Bureau  of  Ordnance  against  extravagance, 
wastefulness,  or  inaccuracy  in  the  performance  of  ordnance  work?" 

Estimates  for  work  requested  by  a  ship  in  commission,  or  for  woric  on  board  a  ship 
undergoing  repairs,  are.forwanlea  through  the  inspector  of  ordnance,  who  retains  a 
copy  of  same  but  is  not 'a  party  to  the  preparation  of  the  estimates.  However,  after 
the  work  ia  begun  the  inspector  of  ordnance  has  no  knowledge  or  information  as  to  the 
real  cost  of  same  other  thim  the  monthly  report,  Ordnance  Form  No.  4,  and  the  cards 
'* Record  of  ^ip  work,''  which  are  forwarded  by  the  manager  via  the  inspector  of 
ordnance.  These  reports  show  the  actual  expenditures  on  work  in  progress  during 
the  preceding  month  and  can  be  of  no  value  to  the  inspector  of  ordnance  as  a  check 
on  the  cost  of  work  unless  he  is  furnished  with  a  copy  of  same,  as  a  iob  freouently  is 
carried  from  one  month  to  the  next,  in  which  case  there  is  not  on  nand  tne  figures 
from  one  month  to  the  next.  The  mere  forwarding  of  a  financial  report,  or  summary 
of  a  cost  account,  through  the  inspector  of  ordnance  can  hardly  be  considered  as  infor- 
mation sufficient  upon  which  to  base  an  opinion  as  to  extravagance  or  inaccuracy  in 
the  cost  of  work;  hence  there  is  no  real  check  on  extravagance  or  wastefolnoss.  In 
the  case  of  ships  in  commission,  there  will  probably  be  better  inspection  than  hereto 
fore,  but  this  has  no  connection  with  the  system  and  is  due  to  use  of  the  officers  of  the 
ships,  who  are  so  vitally  interested  in  the  work. 

"6.  (d)  What  assurance  does  the  system  afford  that  the  inspector  of  ordnance  ^11 
gain  advantages  from  the  educational  features  of  manufacturing  and  repair  work, 
the  mechanical  proceesesj  and  the  costs  involved,  so  that  they  may  be  relied  on  for 
suggestions  and  opinions  m  regard  to  the  development  and  improvement  of  ordnance 
outfite?" 

The  system  does  not  afford  the  inspector  of  ordnance,  or  his  assistant,  the  opportunity 
of  gaining  the  advantages  of  the  educational  features  of  the  manufacturing  and  repair 
work,  mechanical  processes,  and  the  costsinvolved .  These  opportunities  are  limited  to 
tiie  information  acquired  by  the  looker-on  and  are  not  and  can  not  be  so  valuable  in 
the  training  and  education  of  an  officer  ae  was  the  case  under  the  old  method.  In 
time,  under  this  system,  when  the  inspectors  are  officers  who  have  had  no  manufactur- 
ing experience,  the  inspection  will  become  less  efficient,  the  education  will  amount 
to  noUiing,  the  inspector  of  ordnance  suggestions  and  opinions  in  regard  to  develop- 
ment and  improvement  of  ordnance  outfits  will  be  amateurish  and  of  no  practical 
value  to  the  bureau,  and,  in  consequence,  the  rapid  improvements  and  development 
in  ordnance  devices  on  board  a  ship  through  the  cooperation  of  tlie  sea-trained  officers' 
experience  aboard  ship,  with  his  manufacturing  experience  gained  in  a  riiop,  will 
cease.  The  development  of  ordnance  material,  such  as  mounts,  sights,  training  de* 
vices,  etc.,  which  have  taken  place  during  the  last  ten  years  imder  the  old  system, 
would  not  take  place  under  the  new. 

''7.  (e)  What  assurance  is  there  that  the  inspector  is  keeping  himself  fully  in  touch 
with  the  ordnance  work  at  the  yard  and  to  what  extent  is  ne  able  to  keep  ue  bureau 
informed  of  the  receipt,  transfer,  condition,  and  disposal  of  ordnance  material,  and 
with  assuring  that  all  material  under  the  cognizance  of  the  bureau  is  cared  for,  manu- 
factured, repaired,  assembled,  or  installed  in  strict  accordance  with  the  requioed 
standards,  or  directions,  of  the  Bureau  of  Ordnance?  " 

In  but  one  yard  is  the  inspector  of  ordnance  officially  coimected  with  the  work  beioft 
done  for  or  on  ships  incommisBionand,  as  this  work  is  always  the  most  important  wow 
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going  on  in  oidnance  ftt  navy-yardfl,  the  inspector  is  not  keeping  himself  in  touch  with 
the  work.  In  one  yard  the  inspector  of  oianance  is  directed  to  go  on  board  each  ship 
in  commission  at  least  once  a  week,  present  the  compliments  of  the  commandant  to 
the  commanding  officer  and  offer  his  services  in  consul tation^  etc.^  but  the  inspector 
on  this  very  order  is  informed  that  the  inspection  remains  entirely  m  the  hands  of  the 
officers  of  the  ^ip.  This  practical  exclusion  of  the  inspector  of  ordnance  from  this 
important  work  seems  extraordinary,  and  I  have  heara  no  explanation  of  it.  It  is 
impossible,  under  the  present  system,  for  the  inspector  to  keep  himself  informed, 
mudi  less  the  bureau,  of  the  receipt,  transfer,  condition,  and  disposal  of  ordnance 
material,  as  he  is  absolutely^  separated  from  any  control  of  ordnance  material  or  from 
control  of  the  records,  and  is  specifically  enjoined  not  to  keep  any  records  of  ordnance 
material.  As  stated  before,  the  inspector  can  go  through  the  stores  and  make  more  or 
less  casual  inspection  of  ordnance  material,  but  frequent  real  inspections  would  be  a 
nuisance  to  Uiose  really  in  chaige  and  will  not  be  made.  Warlike  material  would 
probably  have  to  be  much  neglected  before  it  would  become  obvious  to  any  other  than 
a  thorough  inspection,  involving  considerable  labor  force.  The  care  of  the  warlike 
stores  ^not  ammunition)  by  nontechnical  paymasters  seems  unnatural  and  unwise. 

"8.  (/)  Does  the  83rstem  tend  to  maintain  a  desirable  spirit,  or  zeal,  among  inspect- 
jiB,  or  does  it  tend  to  encourage  a  perfunctory  performance  of  duty?'' 

The  system  does  not  tend  to  infuse  spirit  or  zeal  into  an  inspector.  He  can  make 
complaints,  or  suggestions,  with  the  practical  certainty  that  suogestions  will  not  be 
accepted  if  they  can  be  even  fairly  well  avoided.  One  whose  Dusiness,  or  duty,  is 
to  complain  and  suggest  becomes  merely  a  nuisance  to  him  who  controls  methods, 
materifOs,  and  costs,  and  the  position  becomes  undesirable,  and  surely  tends  to  leesen 
zeal  and  spirit  and  to  render  the  services  of  lessening  value  to  the  bureau.  The  in- 
spector, too,  may  be  made  a  scapegoat,  or  to  appear  as  one,  when  doubtful  matten 
conae  up. 

"  9.  ig)  Does  the  system  make  inspectors  essential  to  the  navy-yard  administration, 
or  does  it  tend  to  make  them  superfluous?'' 

While  I  believe  that  a  commiBsioned  line  officer  of  laive  sea  experience,  ^miliar 
with  the  needs  and  possibilities  on  board  ship,  is  absolutely  essential  to  oronance  in 
a  proper  navy-yard  administration,  this  system  will  so  thoroughly  emasculate  inspect- 
ors tnat  they  will  disappear,  or  their  positions  will  become  smecures  and  we  will 
have  a  fleet  whose  reason  for  existence  will  be  to  give  employment  to  a  nonseagoing 
population  at  numerous  navy-yards.  Inspectors  are  never  appreciated  by  the  man- 
itfpement  anywhere,  and  at  private  shipyards  and  factories,  are  only  able  to  maintain 
themselves  by  the  terms  of  the  contract  which  recite  very  specifically  their  rights  and 
duties.  The  inspector  for  the  department  at  these  private  establishments  has  much 
more  authority  to  compel  proper  work,  and  much  more  assistance  in  doing  so,  than 
is  accorded  any  inspector  in  our  yards. 

''lO.  (h)  Does  it  provide  for  the  detection  of  errors  or  mistakes  in  ordnance  w<vk 
by  Uie  inspector,  except  in  a  vag[ue  and  uncertain  manner?" 

Work  doing  for  ships  in  commission  where  the  inspector  of  ordnance  works  in  con- 
junction with  the  officers  of  the  ship  (this  is  only  done  at  one  yard)  is  more  thoroughly 
inspected  than  ever  before.  The  ship's  officer  can  get  the  hearty  cooperation  and 
assistance  of  the  whole  available  force  of  the  ^ip  to  assist  him  and,  in  consultation 
with  the  ordnance  officer  of  the  yard,  surely  will  do  good  inspection  work.  How 
amicably  this  system  will  work  is  not  certain,  but  I  believe  there  is  likely  to  be  com- 
pkunt  of  interrarence  by  the  managing  department.  For  ordnance  work  for  other 
than  ships  in  commission,  the  detection  of  errors  or  mistakes  by  the  inspector  will 
be  more  or  lees  vague  and  uncertain,  for  lack  of  critical  assistants.  His  assistants  will 
usually  be  those  who  would  be  really  in  a  measure  responsible  for  the  errors  or 
mistakes. 

*'ll.  (i)  Is  it  possible  for  the  inspector  to  be  held  responsible  for  the  mistakes  of 
others  who  control  ordnance  work?  " 

It  may  be  often  difficult  to  determine  who  is  responsible  for  mistakes,  but  it  will  be 
rarely  difficult  to  determine  to  whom  credit  is  due  if  things  go  well. 

''12.  (j)  Does  the  system  tend  to  create  any  friction  between  the  inspector  and  the 
manager,  or  subject  tne  inspector  to  humiliation  in  any  way?  " 

So  nur  as  I  was  able  to  Judge  there  is  every  effort  bemff  made  to  carry  out,  in  good 
faith,  the  orders  of  the  Navy  Department.  There  may  be  more  or  less  friction,  but 
it  was  not  evident  to  me.  I  do  not  feel  that  any  officer  can  be  humiliated  by  anyone 
save  himself,  but  surely  this  system  will  not  tend  to  minister  to  an  inspector's  self* 


13.  In  conclusion,  it  seems  to  me  that  there  is  a  fundamental  error  in  the  oiganim- 
tien  at  present.  In  private  yards,  for  instance  at  Newport  News,  the  mani^er  is  not 
a  technical  man,  he  nappena  to  have  been  a  civil  engineer  until  he  took  Ids  preeent 
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Slace.  He  controlB  the  whole  plant.  There  ib  a  hull  department  and  an  en^e 
epartment,  with  their  various  subsidiariefl  under  each.  Where  the  manager  is  a 
technical  man,  he  does  not  usually,  if  ever,  act  as  head  of  a  technical  department  in 
the  works.  He  is  manager  in  fact  as  well  as  by  title.  In  the  steel  works  there  is  an 
ordnance  department!  an  armor  department,  a  merchant  work  department,  etc.,  each 
with  a  separate  shop  head,  and  each  of  which  is  under  control  of  the  manager,  who 
has  no  special  department.  A  curious  instance  of  the  opposite  is  afforded  at  one  nay^r- 
yard,  wnere  the  manager  has  taken  for  his  special  work  the  former  duties  of  the  civil 
engineer.  It  would  certainly  seem  much  better  in  practice  to  have  that  particular 
work  done  by  a  civil  engineer.  In  fact,  the  present  system  seems  to  deprive  the  yard 
of  the  valuable  experience  of  the  senior  naval  constructor  and  overwhelm  him  with 
nontechnical  duties.  One  manager  told  me  that  it  took  him  two  hours  or  more  each 
day  to  sign  his  mail,  and  that  it  was  a  serious  ciutailing  of  his  time.  In  the  same  yard 
Uie  conmiandant  said  he  could  sign  his  mail  in  ten  minutes.  The  commandant  diould 
be  what  is  usually  called  the  manager.  He  is  the  only  one  to  whom  the  necessary 
authority  can  be  aelegated,  according  to  law,  to  coordinate  the  work;  he  should  con- 
trol completely  everything,  and  make  things  go,  or  be  relieved.  It  seems  perhaps 
paradoxical  to  oay  so,  but  m  my  opinion  the  present  system  will  work  less  efficiently 
as  time  goes  on.  At  present,  the  impetus  of  the  former  system  keeps  the  work  going 
more  or  less  smoothly,  but  as  ordnance  foremen  and  mecnanics  cease  to  be  specinlly 
interested  in  ordnance^  and  engineering  men  of  similar  grades  cease  their  close  and 
constant  connection  with  engineering  work,  they  will  become  less  efficient.  When 
a  works  is  small  it  is  usually  under  one  head,  who  does  manufacturing  and  repair  work 
the  best  he  can,  but  if  the  location  and  financial  management  are  good  and  the  work 
increases,  departments  are  oiiranized  and  separation  of  work  commences.  This  system 
is  attempting  the  opposite.  The  navy-yards  are  not  primarily  manufacturing  estab- 
lishments, but  are  repair  yards.  There  is  no  chance  to  educate  men  to  do  the  same 
thing  very  cheaply  because  it  is  an  operation  to  be  repeated  thousands  of  times. 
Work  of  repair  or  alteration  is  always  very  expensive,  and,  dearly  as  it  costs  at  nav^r- 
yards,  it  would  cost  a  great  deal  more  and  be  less  well  done  at  private  yards.  Repair 
work  is  the  main  support  of  some  great  private  yards. 
Very  respectfully, 

A.  R.  COUDBN, 

Rear^Admiral,  U,  S,  Navy  (retired). 
The  honorable  the  Skcretart  op  thb  Navt. 
(Through  Chief  of  Bureau  of  Ordnance). 


Gbnebal  Obdbr  1  Navt  Dbpabtmbnt, 

No.  9.  /  Wabhinoton,  D.  C,  Janucay  fS,  1909, 

For  the  purpose  of  consolidating  the  manufacturing  force  at  navy-yards,  on  Febniarv 
1  the  conmiandants  of  all  navy-yards  and  stations  (except  the  Washington  Navy-Yara, 
the  torpedo  station,  the  proving  ground,  and  naval  magazines)  shall  place  all  work 
not  involved  in  the  construction,  repair,  or  maintenance  of  public  works  and  the 
operation  of  consolidated  ^wer  plants,  the  handling  of  stores,  the  manufacture  of 
clothing,  or  the  preparation  and  handling  of  provisions,  in  the  hands  of  the  naval 
constructor,  who,  as  the  principal  technical  assistant  to  the  commandant,  shall  there- 
after, under  his  direction,  be  responsible  for  the  efficiency  of  the  manufacturing 
force  of  the  navy-yard. 

The  status  and  duties  of  the  captain  of  the  yard,  general  storekeeper,  medical  officer, 
pay  officer,  officer  in  charge  of  provisions  and  clothing,  and  civil  engineer  are  in  no 
wise  affected  by  this  order.  The  heads  of  the  now  existing  departments  of  ordnance, 
equipment,  and  steam  engineering  ma^  remain  on  duty  under  the  title  and  discharge 
the  functions  of  inspector  of  ordnance,  inspector  of  equipment,  inspector  of  machinery, 
retaining,  subject  to  the  commandant's  approval,  such  clerical  force  and  such  assist- 
ants as  may  be  necessary  for  the  purpose  of  inspecting  the  work  done  for  them  by  the 
consolidated  manufacturing  department. 

The  inspection  of  all  ordinary  supplies  shall,  as  a  rule,  be  made  b^  the  officers 
directly  attached  to  the  manufacturing  department,  but  any  special  articles  or  appli- 
ances snail  be  inspected  by  such  officers  as  the  commandant  may  direct. 

In  a  general  way  the  effect  of  this  order  will  be  to  make  the  commandant,  while, 
as  heretofore,  paramount,  resemble,  in  his  connection  with  yard  work,  the  president 
of  a  large  industrial  plant,  the  principal  technical  assistant  becoming,  under  the  com- 
mandant, the  general  manager. 

All  officers  now  on  duty  at  navy-yards  and  naval  stations  shall  at  once  report,  in 
writing,  to  the  commandant  for  such  duty  as  he  may  prescribe. 
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Until  definite  reffulatioiu  govemiiiff  the  metiwds  of  carrying  on  work  and  the  inter- 
relation of  officers  nave  been  promulgated  b^  the  department,  the  execution  of  this 
order  devolves  upon  the  commandant,  who  is  empowered  to  arrange  all  the  details 


On  the  13th  day  of  February,  1909,  the  commandants  of  navv-yards  and  naval 
stations  shall  forward  to  the  Secretary  of  the  Navy  a  report  of  what  has  been  done 
in  compliance  with  this  order,  specifically  stating  the  names  and  occupations  of  every 
peiBon,  whether  officer  or  employee,  left  under  the  direct  orders  of  tne  inspectors  of 
ordnance,  equipment,  and  machinery,  respectively. 

The  consolidated  manufacturing  department  shall,  as  soon  as  practicable,  institute 
one  pay  roll  for  all  navy-yard  workmen  iinder  its  supervision  or  tnat  of  the  inspectoo. 
There  will  be  another  roll  for  the  dvil-eervice  employees,  including  foremen. 

Tbuman  H.  NawRBsmT, 

Searttary. 

The  Whit*  Housb,  January  tS,  1909, 
Approved,  and  such  changes  in  the  regulations  as  are  made  necessary  by  this  order 
are  autiiorized. 

Tkbodoeb  Boosstblt. 


26. 

[N.T.I>.Xo.te.] 
ttSM-OAD.] 

Depaetment  of  the  Natt, 

BntEAiT  OF  Yards  and  Docks, 
Washington^  D.  C,  March  £2, 1909. 
Sir:  In  connection  with  General  Order  No.  9,  issued  by  the  depart- 
ment under  date  of  January  26,  1909,  and  approved  under  the  same 
date  by  the  President,  ''For  the  purpose  of  consolidating  the  maniy- 
facturing  force  at  navy-yards,"  tne  bureau  has  the  honor  to  recom- 
mend that  this  order  be  so  far  modified  as  to  place  the  design  and 
construction,  as  well  as  the  inspection,  of  the  public  works  of  the 
navjr  imder  the  direct  charge  of  the  civil  engineers  who  are  or  may  be 
detailed  by  the  department  to  the  various  yards  and  stations.  Under 
the  general  order  as  it  now  reads — 

The  civil  engineer  will  be  attached  to  the  commandant's  office  as  consulting  enai* 
neer  and  inspector  of  public  works  for  the  piurpose  of  inspectinj<  such  work  as  may  d« 
done  on  doclcs,  dry  docks,  railways,  etc.,  as  generally  comprised  under  the  term  of 
"public  works." 

The  bureau  recommends  that  General  Order  No.  9  be  changed  aa 
follows: 

In  the  fifth  line,  after  the  words  "  involved  in, "  insert "  the  construc- 
tion, repair,  or  maintenance  of  public  works  and  the  operation  of  con- 
solidated power  plants/' 

At  the  oeginnmg  of  the  second  paragraph,  strike  out  the  first  sen- 
tence beginning  '^The  conmiandant"  and  ending  with  the  word 
"necessary" 


In  the  sixth  line  of  the  second  paragraph^  after  the  words  ''pay 
officer."  strike  out  the  word  "and. 

In  the  seventh  line  of  the  second  paragraph,  after  the  word  "clotk- 
"  insert  "and  civil  engineer." 
itrike  out  the  entire  fourth  paragraph. 


'^t 


In  the  eighth  paragraph,  at  the  bottom  of  the  first  page,  next  to 
last  line,  between  the  words  "equipment"  and  "machmery"  insert 
213»&-10 — 19 
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the  word  "and."  After  the  word  "machinery"  strike  out  the  words 
"and  pubhc  works." 

Copy  of  General  Order  No.  9  with  the  proposed  changes  made  in 
red  ink  is  hereto  attached. 

General  Order  No.  9  has  been  supplemented  by  memoranda  to 
the  commandants  of  the  yards  and  stations,  and  as  now  interpreted 
the  senior  ciril  engineer  is  only  consulted  with  regard  to  the  work 
properly  coming  within  the  scope  of  his  profession  at  such  times  as 
the  commandant  may  see  fit.  Where  he  formerly  had  full  authority 
in  the  construction  of  pubUc  works,  whether  done  by  contract  or  by 
day's  labor,  he  is  now  only  an  inspector  of  such  work  and,  instead  of 
bemg  able  to  direct  how  the  work  should  be  done  in  accordance  with 
the  best  engineering  practice,  he  can  only  criticise  the  method  in 
which  it  is  being  done  and  so,  in  many  cases,  his  criticism  comes  too 
late  to  secure  the  best  results. 

The  Secretary  of  the  Nary,  in  his  hearing  of  February  1  before  the 
Senate  Naval  Committee,  stated,  in  part,  as  follows: 

The  businesB  of  the  Bureau  of  Yards  and  Docks  would  be  to  prepare  plans  to  be 
carried  out  under  the  direction  of  an  inspector  on  the  ground.  Suppose  they  are  going 
to  build  a  dry  dock  down  there  as  a  concrete  example  of  what  you  refer  to,  or  suppose 
we  are  goine  to  build  some  four  or  five  boat  slips  there.  Vllien  he  knows  the  size  of 
the  boats  which  is  given  him,  the  lay  of  the  land,  etc.,  which  the  civil  engineer  wUl 
make  out,  the  bureau  will  prepare  the  designs  for  the  dock  for  the  boats  ri^ht  up  here 
in  Washington,  prepare  the  specifications,  and  let  the  contract  for  the  oullding  of 
the  docks. 

The  bureau  respectfully  submits  that  the  work  is  not  beitig  con- 
ducted at  the  yards  and  stations  in  accordance  with  this  statement 
at  the  present  time.  Since  the  consolidation  order  went  into  effect 
the  bureau  has  been  receiving,  for  approval,  plans  signed  bv  the 
senior  naval  constructor  as  ''principal  technical  assistant"  or  "man- 
ager.'' It  understands  that  the  civil  engineers  have  been  deprived 
of  their  draftsmen  and  that  these  men,  who  are  in  most  instances 
civiUan  engineers  or  architects,  are  now  under  the  direct  supervision 
of  the  naval  constructor.  In  the  case  of  one  set  of  plans  recently 
received,  the  plans  were  for  dredging  and  wharf  work,  the  latter  part 
of  the  work  being  entirely  detached  from  the  navy-yard  proper  and 
in  fact  across  the  river  on  ground  used  as  a  training  station  for 
enlisted  men. 

The  bureau  would  not  for  one  moment  have  it  understood  that  it  is 
opposed  to  consolidation  and  coordination  of  navy-yard  work.  It 
has,  in  fact,  been  in  favor  of  this  general  proposition  for  some  years. 
Tlie  question  of  consolidation  of  shops  is  by  no  means  a  new  one,  and, 
as  a  matter  of  fact,  was  initiated  by  Congress  and  not  by  the  depart- 
ment. It  ordered  the  consolidation  of  all  light,  heat,  and  power  plants 
in  1904.  Before  the  order  was  put  into  effect  the  Secretary  of  the 
Navy  called  upon  one  of  the  leading  engineering  commercial  firms 
of  the  country  to  examine  minutely  conditions  existing  in  all  of 
the  principal  yards  on  the  Atlantic  coast  for  a  special  report  with 
recommendation  as  to  what  should  be  done,  togetner  with  estimate 
of  cost  of  the  plants  proposed.  This  engineering  firm  put  three  of 
their  best  experts  on  tne  work  and,  after  an  exhaustive  examination, 
reported  to  the  department  the  number  and  character  of  plants  in 
existence  at  different  yards,  recommended  a  plan,  and  submitted 
estimates  for  whfit  should  be  done,  which  plan  it  so  happened  was 
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the  same  as  had  already  been  approved  and  was  being  executed  by  the 
Bureau  of  Yards  and  Docks  for  the  New  York  Navy-Yard.  Finally, 
the  firm  of  engineers  recommended  that  this  work  should  be  under 
the  Bureau  of  Yards  and  Docks,  one  of  the  instructions  to  the  firm 
of  engineers  having  been  to  report  to  the  department  to  what  bureau 
this  work  should  be  given.  It  will  thus  be  seen  that  a  disinterested 
expert  firm  confirmea  the  action  of  Congress  by  placing  tliis  consoli- 
dation under  the  Bureau  of  Yards  and  Docks. 

For  some  years  previous  to  the  order  consoUdating  the  light,  heat, 
and  power  plants  the  Naval  Committee  of  the  House  of  Representa- 
tives, in  its  visits  to  the  navy-yards,  debated  the  advisabiUty  of  con- 
soUdating the  various  shops  of  the  yard.  There  can  be  no  question 
as  to  the  necessity  for  reform  in  this  respect.  At  some  of  the  navv- 
yards  all  of  the  principal  departments  had  shops  in  which  work  of  the 
same  nature  was  earned  on.  At  some  of  the  yards  there  were  several 
foundries  and,  where  this  situation  existed,  there  was  a  corresponding 
number  of  pattern  shops.  There  should  be  no  duplication  in  this 
respect.  One  pattern  snop,  one  foundry,  etc.,  of  sufficient  capacity 
to  do  all  the  work  for  the  yard  is  all  that  should  be  allowed.  In  the 
matter  of  machine  shops  there  are,  of  course,  various  classes  of  these 
shops.  Only  such  should  be  allowed  to  remain  as  do  not  dupUcate 
the  same  class  of  work. 

The  bureau  believes  that  a  step  in  the  right  direction  has  been 
taken  in  the  consolidation  of  ship  work  under  a  single  head,  and  that 
this  head  is  very  properly  the  senior  naval  constructor.  It  does  not 
beUeve  it  woula  be  good  policy  to  consolidate  trades.  One  of  the 
first  steps  in  the  consolidation  plan  as  adopted  at  the  New  York 
Navy- Yard  was  to  merge  the  trades  of  ship  carpenter,  ship  joiner, 
house  carpenter,  and  house  joiner.  In  the  matter  of  traaes  com- 
mercial practice  should  govern.  It  stands  to  reason  that  a  ship 
1'oiner  wno  is  in  the  habit  of  fitting  his  work  to  curved  surfaces, 
argely  of  steel,  can  not  handle  with  the  same  economy  the  work  of 
the  house  carpenter  who  is  used  to  straight  work  and  plastered 
walls. 

It  may  be  argued  in  this  connection  that  it  is  unwise  to  have  a 
number  of  separate  pay  rolls  at  one  station.  The  bureau  has  no 
objection  to  a  single  pay  roll  and  is  satisfied  that  an  organization 
can  be  perfected  \mich  will  place  all  employees  on  a  single  roll  to  be 
supervised  by  a  member  or  the  Pay  Corps  or  a  civilian  of  proper 
training  with  the  necessary  clerical  assistance. 

As  rightly  laid  down  in  General  Order  No.  9,  the  commandant 
of  a  navy-yard  should  be  supreme  and  there  should  be  the  proper 
coordination  and  correlation  of  the  department  heads  working  under 
him.  In  the  general  order  the  oiganization  as  outlined  is  likened  to 
a  large  industrial  plant,  the  commandant  resembling  in  connection 
thereto  the  president  of  the  concern,  and  the  senior  naval  con- 
structor the  general  manager.  Furthermore,  the  Secretary,  in  his 
testimony  before  the  Senate  Naval  Committee,  states,  in  connection 
with  the  conduct  of  the  public  works  under  his  scheme: 

It  will  be  carried  on  exactly  like  the  work  of  a  railroad,  which  carries  on  meet  of 
the  civil  engineering  work  that  is  done  in  this  wav.  The  civil  engineer  and  his  prin- 
cipal assistants  and  draftsmen  are  located  near  the  president's  office,  and  when  the 
president  wants  to  build  a  culvert  he  sends  a  man  to  the  locality  to  get  the  informa- 
tion, and  the  men  in  the  president's  office  draw  the  plans,  and  he  sends  an  inspector 
there  to  see  that  it  is  properly  built. 
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The  bureau  respectfully  submits  for  consideration  that  fsw  rail- 
roads are  so  small  as  not  to  support  the  following  separate  depart- 
ments; all  imder  the  general  manager  or  the  president: 

(1)  The  accounting  and  purchasing  department,  which  may  be 
considered  as  analogous  to  the  Bureau  of  Supplies  and  Accounts  of 
the  Navy. 

(2)  The  operating  department,  which  may  be  likened  to  the  Bureau 
of  Navigation  of  tne  Navy. 

(3)  The  chief  engineer,  who  controls  not  only  all  new  work  on 
surveys,  tracks,  line  extensions,  bridges,  buildings,  etc.,  but  also  the 
maintenance-of-way  department.  The  chief  engineer  is  therefore 
in  an  analogous  position  to  that  of  the  Chief  of  the  Bureau  of  Yards 
and  Docks,  under  the  arrangement  that  existed  prior  to  February  1, 
1909. 

(4)  The  motive-poWer  department,  which  repairs  and  builds  loco- 
motives, cars,  etc.  This  department  may  be  ukened  to  the  depart- 
ments of  Steam  Engineering  and  Construction  and  Repair  or  the 
navy. 

Referring  now  more  particularly  to  the  chief  engineer  of  a  railroad, 
his  office  is,  as  a  matter  of  fact,  maintained  separately  from  that  of 
the  president  or  general  manager.  He  employs  his  own  clerks, 
draftsmen,  and  engmeers,  prepares  plans  and  specifications,  and  con- 
trols all  of  the  force  necessary  to  carry  on  the  work  for  which  he  is 
responsible.  This  includes  roadmasters  and  section  foremen  and 
their  subordinate  employees  in  the  maintenance-of-way  division.  It 
also  includes  bridge  carpenters  and  erectors  in  the  bridge  department, 
masons  for  the  culvert  work  and  the  bridge  pier  and  abutment  con- 
struction, the  necessary  carpenters  and  jomers^  tinsmiths,  and  other 
workers  in  the  building  trades  in  connection  with  the  erection  of  the 
railroad  company's  buildings  which  may  be  done  by  direct  labor.  The 
shopwork  on  material  may  or  may  not  be  done  in  the  shops  of  the 
motive-power  department.  As  a  rule,  these  shops  are  only  adapted 
to  the  doing  of  rolling-stock  work,  and  little  manufacturing  for  the 
engineering  department  is  therefore  done.  Out  on  the  line,  occupy- 
ing permanent  stations  under  the  chief  engineer,  are  division  or  resi- 
dent engineers,  each  with  an  office,  clerks,  draftsmen,  mechanics,  and 
laborers,  corresponding  to  civil  engineers  as  heretofore  established  at 
navy-yards,  rlans  for  such  work  as  culverts,  tracks,  etc.,  are  pre- 
pared by  the  division  engineer  and  approved  bv  the  chief  engineer, 
and  the  work  is  prosecuted  by  the  office  of  the  division  engineer. 
This  is  exactly  as  has  heretofore  been  the  practice  in  the  navy. 
^^  hen  work  of  great  magnitude,  such  as  a  large  bridge,  is  wanted  by 
the  President,  the  division  engineer  supplies  the  necessary  data,  thSe 
chief  engineer  prepares  the  plans,  and  tne  work  is  carried  out  by  con- 
tract or  under  the  division  engineer  in  the  same  manner  as  has  been 
the  practice  in  the  Navy  Department  previous  to  February  1,  1909. 
The  Dureau  knows  of  no  case  in  which  the  engineering  work  on  a  rail- 
road has  been  consolidated  under  the  motive-power  department,  the 
operating  department,  or  the  accounting  department.  Furthermore, 
the  bureau  knows  of  no  parallel  case  in  civil  life  where  one  profession  is 
subordinated  to  another  in  the  manner  that  the  civil  engineers  are 
subrrdinnted  to  the  naval  constructors  under  General  Order  No.  9. 

The  profession  of  civil  engineering  has  been  broadly  defined  as  the 
economic  utilization  of  the  forces  and  materials  of  nature  for  the 
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benefit  of  civilization.  The  word  economic  is  important  here.  The 
veriest  tyro  can  lay  up  a  retaining  wall  which  may  or  may  not  sue- 
oessfully  resist  the  pressure  coming  upon  it,  and  however  well  it  may 
p^f orm  its  office,  unless  it  is  scientifically  designed  in  accordance  with 
the  principles  of  engineering,  it  is  not  likely  that  it  will  have  been  con- 
structed economically.  The  corps  of  naval  constructors  can  not  be 
expected  to  be  able  to  design  retaining  walls.  They  are  specialists. 
To  put  this  work  in  their  hands  is  to  subordinate  the  broader  pro- 
fessional man  to  him  who  follows  one  single  branch,  and  in  the  actual 
present  interpretation  of  General  Order  No,  9  this  is  exactly  what  is 
being  done.  The  navid  constructors  are  trained  and  educated  to 
design  and  construct  ships,  and  in  this  they  have  proven  themselves 
faigUy  efficient.  They  are  not,  however,  equipped  by  either  training 
or  experience  to  handle  the  general  engineering  work  required  in  con- 
nection with  the  public  worl^;  nor  have  they  anjrthing  uke  the  requi- 
site nimiber  of  officers  to  undertake  this  addition  U>  their  regmar 
duties.  It  is  a  matter  of  common  knowledge  that  some  of  the  older 
and  more  experienced  members  of  the  corps  have  been  obliged  to  do 
double  duty  on  account  of  the  insufficient  number  of  experienced  men 
available  for  duty.  Considerably  more  than  half  of  tneir  corps  are 
assistwit  naval  constructors,  and  of  these  a  large  percentage  are  either 
still  receivii^  their  first  instruction  in  naval  architecture  at  the  Massa- 
chusetts IniS;itute  of  Technology  or  have  only  recently  graduated 
from  that  institution  and  been  given  their  first  assignments  in  order 
that  they  may  acquire  professional  experience.  The  bureau  does  not 
desire  to  behttle  the  professional  attaimnents  or  the  ability  of  the 
naval  constructors,  it  has,  in  fact,  a  high  regard  for  them.  It 
stands  to  reason,  however,  that  they  are  not  fitted  to  supervise  the 
puUic  works  of  the  navy  in  addition  to  their  duties  as  naval  archi- 
tects. Tlie  very  definition  of  the  term  '^  pubhc  works ''  is  against  such 
a  proposition.  This  definition  is  given  by  Webster's  Dictionary  as 
follows: 

Public  vtoffki:  All  fixed  works  built  by  civil  engineers  for  public  use,  as  railways, 
docks,  canals,  etc.,  but  strictly  military  and  civil  engineering  works  constructed  at  the 
public  cost. 

The  term  is,  of  course,  more  or  less  elastic.  For  example,  in  a 
small  interior  town  the  term  would  comprise  the  streets  and  roads, 
sewers,  drainage,  and  water  supply,  while  in  a  laige  seaport  city 
there  would,  in  addition,  be  the  aocks  and  wharves,  the  department 
of  building  inspection,  the  refuse  disposal  plants,  street  cleaning, 
etc.  In  a  navy-vard  this  is  further  enlai^ed  to  include  the  construc- 
tion of  dry  docks,  shops,  residences,  power  plants,  telephone  and 
telegraph  systems,  etc. 

It  i&  then  seen  that  the  very  definition  of  the  term  gives  over  to 
the  civil  engineers  the  construction  of  public  works.  Any  shop 
work  necessary  for  the  work  under  the  civil  engineer  could  be  done 
by  the  manufacturing  establishment  under  the  naval  constructor  in 
the  same  manner  as  prescribed  by  present  orders. 
_  The  corps  of  civil  engineers  has  been  largely  recruited  from  civil 
Kfe  and  candidates  for  appointment  to  its  ranks  have'  been  obliged 
to  show  a  diploma  from  a  recognized  technical  school  and  varymg 
practical  experience  of  from  five  to  two  years,  according  to  whether 
♦h^  were  appointed  to  the  original  corps  of  fuU  grade  civil  engineers 
or  the  more  recently  forme'd  body  of  assistant  civil  engineers.    The 
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corps  has  grown  since  1897  from  12  to  41  officers,  and  with  the  ex- 
ception of  7  of  the  younger  men  who  are  graduates  of  ^  the  Naval 
Academy  and  have  been  sent  to  the  Rensselaer  Polytechnic  Institute 
at  Troy,  N.  Y.,  to  be  graduated  as  assistant  civil  engineers,  all  of  the 
men  appointed  since  1897  have  been  reauired  to  pass  a  rigid  tech- 
nical examination  extending  over  a  perioa  of  from  seven  to  ten  days 
in  each  case. 

In  the  profession  of  civil  engineering  many  branches,  such  as  rail- 
roads, steel  structural,  foundations,  hydraulic,  sanitary,  electrical, 
mechanical,  etc.,  are  followed.  In  a  large  number  of  cases  the 
engineer  will  speciaUze  in  a  single  one  of  the  branches.  This  is,  of 
course,  not  possible  in  the  navy,  and  the  corps  of  civil  engineers 
must  cover  m  its  work  many  branches  with  a  few  officers.  How 
much  less  possible  is  it,  therefore,  for  the  naval  constructors,  already 
handicapped  by  a  lack  of  experienced  officers,  to  add  to  their  single 
specialty  of  naval  architecture  the  whole  broad  field  of  civil  engi- 
neering? Not  onlv  do  they  lack  in  numbers  and  technical  training, 
but  such  time  as  they  will  necessarily  devote  to  the  civil  engineering 
work  must  impair  their  efficiency  as  naval  constructors.  Surely, 
naval  architecture  is  in  itself  sufficient  in  its  scone  to  occupy  the  entire 
time  of  one  who  would  become  an  expert  in  tnat  line.  It  has  been 
stated  by  the  advocates  of  General  Order  No.  9  that  the  civil  engi- 
neers are,  and  will  be,  necessary  as  before  in  the  navy.  In  fact. 
Secretary  Newberry  made  the  statement  before  the  Naval  Committee. 
He  proposed  also  to  abolish,  in  the  near  future,  the  Bureau  of  Yards 
and  Docks.  However,  a  commission  composed  of  prominent  men, 
inclusive  of  several  former  Secretaries  of  the  Navy,  has,  since  the  Sec- 
retary's testimony  before  the  Naval  Committee,  reported  in  favor  of 
the  retention  of  the  bureau  system:  This  of  course  is  logical,  as  the 
bureau  system  is  the  cabinet  system,  and  as  a  matter  of  fact  is  the 
commercial  system,  where  a  commercial  establishment  is  of  sufficient 
size  to  require  a  number  of  departments.  The  name  ''bureau"  in 
this  case  is  unimportant.  The  aivision  might  be  called  by  any  other 
name  without  affecting  the  result. 

The  bureau  system  naving  been  reaffirmed,  the  Bureau  of  Yards 
and  Docks  will,  of  course,  continue  to  handle  the  public  works  of 
the  navy  so  far  as  the  department  is  concerned.  Is  it  not  then  logical 
that  the  public  works  at  the  vards  and  stations  should  be  imder  the 
direct  supervision  of  the  civil  engineer?  *' Credit  to  whom  credit  is 
due''  is  a  maxim  of  long  standing.  Is  it  right  or  fair  for  the  specialist 
in  naval  architecture  to  absorb  the  credit  due  his  more  broadly 
trained  brother,  the  civil  engineer? 

Attention  is  invited  to  the  statement  in  the  last  paragraph  on  page 
877  of  the  hearing  of  the  Secretary  of  the  Navy,  under  date  of  Feb- 
ruary 4,  before  the  House  Naval  Committee,  which  reads  in  part  as 
follows: 

1  want  to  say  that  I  have  had  the  moet  earnest,  loyal,  cooperation  and  support  from 
each  chief  of  bureau  affected  by  this  order.  All  of  them  have  had  some  of  tneir  duties 
taken  away  from  them,  and  I  have  had  to  prepare  to  do  this  thing  without  consultation 
with  or  having  the  opportunity  to  advise  with  any  official  within  or  without  tike  Navy 
Department. 

It  is  respectfully  submitted  that  any  paper  drawn  in  this  maimer 
for  so  radical  a  reform  must  necessarily  be  defective  in  some  particu- 

Digitized  by  VjOOQ  IC 


PBOPOSED  EBOEQANIZATION  OF  NAVY  DEPARTMENT.  295 

lar.  The  Secretary  himself  has  stated  that  he  did  not  consult  with 
the  chiefs  of  bureaus,  and  it  stands  to  reason  that  had  he  so  consulted 
the  result  must  have  been  some  change  m  the  order  from  the  form  in 
which  it  now  appears. 

The  bureau  oelieyes  that  the  main  object  of  General  Order  No.  9 
was  shop  consolidation,  in  order  that  a  more  economical  output  from 
the  navy-yards  might  be  attained.  It  holds  that,  excepting  so  far 
as  materials  are  nianufactured  for  public  works,  the  work  naturally 
appertaining  to  this  bureau  at  the  navy-yards  does  not  belong  in  this 
scheme  of  consoUdation.  The  bureau  has  heard  of  no  valid  reason 
why  so  radical  a  step  as  the  subordination  of  the  civil  engineers  to 
the  naval  constructors  has  been  ordered.  It  has  certainly  heard  no 
charges  of  inefficiency  advanced  in  this  connection.  Should  such 
charges  in  individual  cases  be  advanced,  however,  the  department 
has  it  within  its  power  to  correct  the  situation  by  the  elimination  of 
the  inefficient,  who  at  least  are  entitled  to  a  hearing  in  their  defense. 

The  idea  may  be  advanced  that  if  the  naval  constructors  are  over- 
burdened with  the  new  work  which  has  been  placed  upon  them,  they 
will  be  the  first  to  admit  it.  Not  so.  They  are  a  very  ambitious 
corps  and  are  well  known  to  hold  the  view  that  they  snould  be  in 
entire  charge  of  navy-yards,  even  replacing  the  commandants. 
To  deprive  the  civil  engineers  of  the  supervision  of  and  direct 
responsibihty  for  the  public  works  of  the  navy  is  a  step  but  Uttle 
removed  from  actual  disorganization  of  this  branch  of  the  navy's 
work.  It  is,  moreover,  exactly  contrary  to  conduct  of  similar  aflfairs 
in  commercial  life. 

General  Order  No.  9  was  drawn  in  haste  in  order  to  institute  a 
proposed  reform  during  the  life  of  the  retiring  administration.  It 
stands  to  reason  that  under  such  circumstances  it  can  not  be  perfect, 
and  modification  along  the  lines  suggested  by  this  bureau  are  abso- 
lutely logical. 

In  connection  with  this  general  subject,  it  seems  to  the  bureau 
pertinent  to  remark  that  it  has  struggled  for  years  to  repair  and 
maintain  the  public  works  of  the  yams  and  stations  on  appropria- 
tions entirelv  madequate  for  the  decent  upkeep  of  the  plants.  It  is 
doubly  hara  that  this  work  of  repairs  and  maintenance  should  be 
taken  from  its  civil  enmneers  just  at  a  time  when  it  has  succeeded  in 
convincing  Congress  of  the  necessity  for  more  Uberal  provision  under 
appropriations  ^'Repairs  and  preservation"  and  "Mamtenance."  In 
other  words,  it  is  being  forced  to  give  up  this  part  of  its  work  just  at 
the  time  when,  after  many  years  of  effort,  it  feels  that  it  will  be  able 
to  properly  care  for  it. 

In  brief,  then,  the  bureau  holds  that  General  Order  No.  9  should  be 
modified  to  place  the  design  and  construction  of  the  pubhc  works 
of  the  navy  m  direct  charge  of  the  civil  engineers  under  the  com- 
mandants, "because — 

(a)  By  definition  such  work  belong  to  the  civil  engineers. 

(h)  Hundicapped  by  sudden  expansion  of  work  and  with  an  inade- 

guate  force  of  officers  and  of  funds,  the  bureau  has  built  up,  since  the 
Danish  war,  a  corps  of  educated  and  experienced  civil  engineers, 
who  have  been  selected  with  great  care  and  who  have  added  to  their 
experience  in  civil  life  a  vast  amount  of  further  experience  ia  the 
special  work  of  the  navy-yards  and  stations. 
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(c)  The  nayal  constructors  have  neither  the  education  nor  the 
experience  to  fit  them  for  this  work. 

Xd)  They  are  already  sufficiently  occupied  with  the  work  of  ship 
construction.  With  the  added  supervision  of  all  shop  and  fonndiy 
work  they  will  have  more  than  enough  to  take  their  entire  attention. 

(e)  The  profession  of  civil  engineering  is  the  broad  fidld;  that  of 
naval  architecture  is  the  narrow  speciuty.  To  place  tiie  broadly 
educated  civil  engineer  under  the  naval  architect  is  to  subordinate 
the  broad  to  the  narrow,  a  proceeding  which  is  unsupported  by  any 
similar  situation  in  commercial  life. 

(/)  It  subordinates  one  profession  to  another  and  gives  the  credit 
of  the  professional  work  or  the  civil  engineer,  who  from  time  im- 
memorial has  occupied  an  independent  place  in  the  upbuilding  of 
civilization,  to  the  naval  architect,  who  follows  a  narrow  branch. 

(y)  The  profession  of  naval  architect  is  sufficient  to  occupy  the 
entire  attention  of  one  who  would  be  entirely  proficient  in  his  work. 
In  the  navy  the  paramount  object  is  to  have,  and  to  maintain  in  time 
of  war,  an  efficient  fleet.  The  time  which  must  necessarily  be  devoted 
by  the  naval  constructors  to  work  extraneous  to  tiieir  profession  will 
necessarily  impair  their  efficiency  as  nayal  architects. 

(h)  The  work  of  the  corps  of  civil  en^neers  of  the  navy  necessarily 
covers  a  broad  field  whicn  in  civil  life  is  commonly  divided  up  into 
specialties  such  as  mechanical,  electrical,  hydraulic,  sanitary,  struc- 
tural, etc.  It  is  beyond  reason  that  this  broad  i^ld  should  be  added 
to  tl^  work  of  the  naval  constructors. 

(i)  To  give  direct  charge  of  work  to  those  who  are  not  equipped  to 
handle  it  is  against  economical  administration. 

( j)  Oeneru  Order  No.  9  was  prepared  without  consultation  with 
this  bureau.  The  proposed  reforms  were  instituted  during  the  clos- 
ing hours  of  a  retiring  administration  which  was  admittedly  in  haste 
to  establish  them  before  its  date  of  retirement.  Under  these  cireum- 
stances  it  is  only  reasonabk  to  assume  that  there  is  room  for  im- 
provement. 

(i)  Should  there  be  charges  of  inefficiency  on  the  part  of  the  ^vil 
engineers,  though  none  such  have  been  made  as  far  as  the  bureau  is 
inarmed,  the  department  has  it  within  its  power  to  correct  such 
situation  by  the  elimination  of  those  individuals  who  are  below  the 
reqnired  standard. 

(Z)  General  Order  No.  0  is  apparently  based  on  a  misconception  of 
parallelism  in  the  administration  of  large  entexprises  in  civil  life, 
which  the  bureau  believes  that  it  has  proven  in  its  argument  above. 

(m)  In  this  day  of  specialties  and  specialists,  it  is  a  step  backward 
to  consolidate  under  the  naval  constructor  branches  which  in  civil 
life  would  be  covered  by  a  number  of  individuals. 

(n)  It  is  generally  understood  that  the  naval  constructors  are 
ambitious  to  obtain  entire  charge  of  the  navy-yards  to  the  exclusion 
of  the  present  system  under  the  commandants.  In  a  military  admin- 
istration it  goas  almost  without  saying  that  proper  coordination  can 
only  be^had  under  a  military  head.  When  all  military  matters  and 
military  officers  are  excluded  from  the  yard  establishments  it  will  be 
time  enough  to  consider  this  proposition  of  the  elimination  of  the 
commandant.    This  bureau  does  not  advocate  it. 
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(o)  To  deprive  the  civil  engineers  of  supervision  over  and  direct 
responsibility  for  their  proper  field  of  work  is  to  demoralize  and  dis- 
organize this  able  corps  ot  officers.     They  are  entitled  to  full  credit 
for  work  which  they  must  continue  in  fact,  if  not  in  name,  to  do. 
Very  respectfully, 

R,  C,  HOLLTDAT, 

Chief  of  Bwmn. 

The  SSOBETABY  OF  THB  NaVT. 


United  States  Navy-Yabd, 

NoffoVc,  Va.,  June  SS,  1909. 
Sir:  I  have  the  honor  to  forward  herewith  comments  on  the  nro- 
posed  change   in  regulations   and   comments   on  the  Capps-Cone 
"  agreement. " 

2.  The  commandant  would  have  been  glad  to  have  given  moi^ 
consideration  to  the  subject  if  time  had  permitted. 
Very  respectfully, 

E.  D.  Taussig, 
Rear-Admiral,  TJ.  8.  Navy,  OomrnandafU. 
Hon.  Bbekman  Winthrop, 

Assistant  Secretary  of  the  Navy,  Washington,  D.  0. 


COMMENTS  ON  PROPOSED  CHANGE  IN  REGtTLATIONS. 

Referring  to  article  4,  proposed  paragraph  2,  the  regulation  as 
proposed,  mrecting  the  Bureau  of  Yards  and  Docks  to  pay  for  watch- 
men and  all  labor  necessarj^  for  cleaning  the  yard  and  station,  except 
as  otherwise  provided  for  in  this  chapter,  does  not  provide  for  the 
division  of  the  pay  of  watchmen  and  the  division  of  the  pay  of  the 
laboring  force  necessary  for  cleaning  of  yards  and  stations  as  directed 
in  "Instructions  for  cost  keeping  at  industrial  navy-yards"  as  com- 
municated to  the  commandants  of  navv-yards  by  the  Bureau  of 
Supplies  and  Accounts'  letter  101771  of  June  10,  1909. 

Under  the  present  system  of  administration,  yards  and  docks 
affairs  at  this  yard  have  been  more  satisfactory  than  under  the 
other  system.  Under  the  present  regulations  the  Bureau  of  Con- 
struction and  Repair  has  charge  of  all  public  works.  What  are 
public  utilities?  If  the  adoption  of  the  above  regulation  is  decided 
on  it  would  be  to  step  backward  for  the  following  reasons: 

It  complexes  the  yard  organization  by  establishing  an  additional 
division,  as  this  must  be  done  at  all  navy-yards,  and  if  this  regulation 
is  adopted  it  would  mean  that  the  manufacturing  plants,  etc.,  would 
have  to  go  to  the  representative  of  the  Bureau  of  Yards  and  Docks 
to  get  hold  of  public  utilities.  The  proper  man  to  manage  these 
is  the  commandant,  through  the  captam  of  the  yard,  as  his  aid  and 
executive. 

Article  8|  concurred  in. 
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Article  9,  concurred  in  for  the  reason  that  it  is  de  facto  what  the 
Bureau  of  Steam  Engineering:  is  now  doin^,  and  that  the  article, 
which  is  practicaUv  a  copy  of  the  Regulations  of  1905,  leaves  the 
Bureau  or  Steam  Engineenng  with  the  duties  assigned  to  it  prior  to 
the  change  of  regulations.  The  Question  as  to  the  enlargement  of 
the  present  duties  of  the  Bureau  or  Steam  Engineering  into  a  bureau 
of  machinery  wiD  probably  be  considered  in  a  future  revision,  which 
it  is  assumed  that  the  department  has  in  mind,  and  upon  which  opin- 
ions have  heretofore  been  expressed. 

Why  should  not  the  Bureau  of  Steam  Engineering  have  its  title 
changed  to  the  bureau  of  machinery  and  have  its  duties  comprise  aU 
the  preparation  of  designs,  construction,  and  installation  of  ma- 
chinery in  naval  vessels.  Why  not  combine  as  much  as  we  can — 
the  representatives  of  the  Bureau  of  Steam  Engineering  are  line 
officers  who  know  as  much  about  electrical  machinery  as  other  line 
officers.  It  is  a  well-known  fact  that  the  steam  engineering  depart- 
ment on  board  ship  is  caUed  on  to  make  the  repairs  or  adjustments 
or  whatever  may  be  necessary  on  big  jobs  which  occur  on  board  ves- 
sels to  the  dynamo  engines,  motors,  dynamos,  etc.,  now  under  the 
cognizance  of  the  Bureau  of  Equipment ;  capstans,  steering  engines, 
etc.,  now  under  the  cognizance  or  the  Bureau  of  Construction  and 
B^pair.  In  fact,  a  warrant  machinist  on  the  battle  ships  is  detailed 
for  the  express  purpose  of  looking  out  for  the  auxiliary  machinery  on 
board  ship.  Placing  all  machinery  under  the  jurisdiction  of  one 
department  would  siinplify  the  conditions  both  ashore  and  on  board 
ship.  On  this  matter  1  have  heretofore  expressed  my  opinion:  other- 
wise, I  approve  of  the  article  and  recommend  its  inmiediate  adoption. 

The  remaining  articles,  beginning  with  article  893,  apparentfy  is  a 
compromise  measure  to  assimilate  the  work  at  all  the  yards  where 
there  is  work  done  under  the  cognizance  of  the  various  bureaus  of 
the  Navy  Department  and  assimflated  to  the  method  of  conducting 
the  work  at  the  Washington  Navy- Yard,  which  is  under  the  cogni- 
zance, in  the  matter  of  manufacturing,  of  only  one  bureau.  It  may 
be  carried  out  in  the  Norfolk  Navy-Yard,  if  so  directed,  but  is  not  an 
improvement  on  the  method  of  administration  as  now  conducted  in 
the  Norfolk  yard  in  the  matter  of  manufacture,  but  it  would  undoubt- 
edly induce  a  closer  attention  on  the  part  of-  the  officers  connected 
with  the  work  of  the  Bureau  of  Steam  Engineering  with  the  work  in 
hand.  The  difficulty  in  the  present  work  is  that  there  are  not  enough 
officers  connected  with  the  manufacturing  plant. 

Referring  to  article  1548,  proposed  additional  paragraph,  the  article 
as  worded  apparently  gives  the  inspector  of  machinery  prior  claim  to 
the  designation  and  selection  of  the  tools  over  any  other  department. 
Who  will  make  out  the  job  orders?  Does  this  mean  a  division  of  the 
clerical  force?  Does  it  not  add  to  the  clerical  force?  Is  it  consistent 
with  the  instructions  relative  to  keeping  the  cost  of  work  for  indus- 
trial navy-yards,  approved  by  the  department  May  25,  1909,  signed 
by  the  Paymaster-General? 

The  same  argument  holds  in  relation  to  article  1572. 

With  regard  to  article  1572,  paragraph  4,  the  inspection  of  all  ordi- 
nary articles  under  the  cognizance  of  tne  Bureau  of  Steam  Engineer- 
ing is  now  made  by  a  warrant  machinist,  unless  it  is  directed  to  be 
made  by  the  inspector  of  machinery  or  one  of  his  assistants. 
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In  the  proposed  change  dividing  the  manufacturing  department  of 
each  nayy-yard  into  a  division  of  construction  and  a  division  of 
eng^ineeringy  both  under  the  direction  of  a  mana^ger,  there  will  be  the 
following  conditions  under  the  proposed  regulations: 

1.  The  manager  will  be  a  naval  constructor; 

2.  The  head  of  the  construction  division  will  be  a  naval  constructor; 

3.  The  head  of  the  engineering  division  will  be  a  Une  officer  junior 
in  rank  to  the  manager. 

This  will  be  contrary  to  law  as  now  on  the  statutes,  and  it  is  not 
beUeved  that  the  law  should  be  changed  with  special  adaptation  of 
work  at  the  navy-yard.  On  the  whole  the  consolidated  plan  has 
worked  satisfactorily  at  the  Norfolk  yard,  because  the  consolidation 
actually  was  affected.  At  the  same  time  it  has  thrown  an  undue 
amount  of  work  on  the  naval  constructors,  who  presumably  had 
enough  work  to  do  before  the  consolidation,  and  has  not  placed  the 
shops  under  the  supervision  of  as  many  officers  as  is  best  for  efficiency. 
It  IS  believed  therefore  that  a  change  in  the  Regulations  in  the  words 
as  given  in  the  "  agreement"  would  result  in  more  compUcations  than 
the  present  system  does.  It  is  believed  that  a  division»of  the  manu- 
facturing department  between  construction  and  engineering  is  advis- 
able, provided  the  Regulations  shall  be  worded  as  follows: 

There  shall  be  in  the  manufacturing  department  of  each  yard  a  division  of  con- 
fltmction  and  a  division  of  machinery,  both  under  the  direction  of  the  commandant. 

Wherever  practicable  the  division  of  construction  diall  be  under  the  charge  of  a 
naval  constructor.  The  work  of  this  division  shall  embrace  all  manufacturing  work  in 
connection  with  ships  and  analogous  work  in  connection  with  Uie  yard,  and  shall 
include  all  such  shops  as  are  assigned  thereto  by  the  commandant  of  the  yard. 

The  division  of  machinery  shallbe  in  charge  of  a  line  officer  who  shall,  if  practicable, 
be  one  who  has  experience  in  the  engineering  department  of  the  shops  of  the  fleet. 
The  work  of  this  division  shall  embrace  all  machinery  connected  with  the  motive 
power,  winches,  steering  gear,  and  motors  usual  in  the  service,  and  all  such  shops  as 
are  assigned  thereto  by  the  commandant  of  the  yard. 

Add  to  article  1666,  paragraph  1:  See  sections  1468,  R.  S.,  1469, 
R.  S.,  and  arts.  51,  52,  and  54.  Omit  the  title  "manager"  wherever 
it  occurs  in  the  Regulations;  add  ''officer  in  charge  of  manufacturing 
department"  in  place  of  the  word  "manager"  wherever  it  occurs  in 
the  Regulations.  The  proposed  addition  makes  the  commandant  the 
manager  of  the  manufacturing  departments  with  the  captain  of  the 
yard,  m  accordance  with  the  Kevised  Statutes  and  articles  51  and  52 
of  the  Navy  Regulations,  his  assistant  under  his  orders  and  directions 
prepared  to  execute  such  orders  as  he  may  receive  from  the  com- 
mandant in  connection  with  the  management  and  conticol  of  the 
manufacturing  departments.  Place  the  accounting  division  directly 
under  the  commandant  or  the  captain  of  the  yard.  Direct  that  the 
two  heads  of  the  manufacturing  departments  shall  have  their  offices 
in  the  same  building". 

In  regard  to  the  aause  placing  in  the  engineering  division  all  shops 
heretofore  assigned  to  this  work,  in  view  of  the  dinerence  of  arrange- 
ment of  the  ^ards  and  shops  at  the  different  yards,  it  will  be  better  to 
make  an  entirely  new  assignment  of  shops  according  to  the  needs  of 
each.  In  many  cases  this  assignment  would  be  much  the  same  as 
before  consoUdation  took  place,  out  in  some  cases  a  more  satisfactory 
arrangement  of  shops  could  undoubtedly  be  made. 
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Further,  under  the  "agreement"  the  Regulations  as  drawn  updo 
not  state  who  shall  be  manager  in  the  absence  of  the  manager.  Will 
it  be  the  navsl  constructor  who  has  charge  of  the  constructiion 
division,  and  who  may  be  jimior  to  the  officer  who  has  charge  of  the 
engineering  division?  Shall  they  be  called  inspectors  of  maofaineiy 
wd  inspectors  of  construction,  or  superintendents  of  construction  and 
superintendents  of  machinery,  as  they  are  to  have  charge  of  the  work 
and  superintend  it— they  are  more  than  inspectors )  The  "agree- 
ment" as  worded  will  cause  more  confusion  than  the  present  arrange- 
ment. 

Articles  51,  M,  and  54:  The  duties  of  the  captain  of  the  yard  are 
sufficient  to  make  him  practically  the  mona^r  under  tho  commandant 
and  his  title  of  captain  of  the  yard  is  sufficient. 
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House  of  BuPBfiflBNTATiTBS, 

C!OHMITTE£   ON   NaYAL  AFFAIBfly 

Saturday,  Jarmary  5, 1910. 
Tlie  committee  convened  at  10.30  o'clock  a.  m.,  Hon.  George  E. 
Foss  (chairman)  presiding. 

SECOSD  STATEMENT  OF  HOV.  &EOR&E  YOE  L.  METEB,  SEOBB- 
TABY  OF  THE  EAYT»  OE  REOEOAEIZATIOE  OF  THE  EAVT 
DEPAETMEET. 

Mr.  Padgett.  I  am  going  to  make  the  request  that  the  Secretary 
be  allowed  to  proceed  to  make  his  statement  without  interruption, 
so  we  can  get  consecutively  a  statement  of  his  views,  reserving  any 
questions  imtil  he  has  finished. 

The  Chairman.  All  right^  if  that  is  agreeable  to  the  Secretary. 

Secretary  Meiteb.  Yes,  sir.  I  understand  that  what  you  want  me 
to  take  up  to-day  is  the  navy-yard  organization. 

The  Chairman.  The  navy-yard  organization. 

Secretary  Meter.  Concemmg  the  nayv-yard  organization  I  would 
lik^to  state  to  the  committee  the  course  I  pursued.  After  I  had  been 
appointed  Secretary  of  the  Navv  there  were  protests  of  one  kind  and 
another  brought  to  me  as  regards  the  advisability  of  continuing  order 
number — ^I  do  not  recall  the  number  of  the  order — but  the  so-called 
"  Newbeny  plan."  I  came  to  the  conclusion  that  the  only  proper  way 
would  be  to  give  it  a  trial,  a  fair  trial.  There  were  certam  discrepan- 
cies and  contradictions  in  the  reflations  which  made  it  necessary,  in 
order  that  they  should  be  reconciled,  that  they  should  be  taken  up  by 
a  board  to  recommend  what  changes  in  the  regulations  should  be 
made,  in  order  that  the  Newberry  plan  should  go  on  as  smoothly  as 
possible,  and  in  order  that  there  should  not  be  contradictions  in  the 
regulations.  Those  contradictions  were  quite  probable  because  tiie 
regulations  were  drawn  up,  by  necessity  rather  hurriedly,  and  it  is 
impossible  to  do  that  without  some  discrepancies  arising.  Therefore 
the  board  known  as  the  "  Sperry  Board  "  was  appointed.  The  Sperrr 
Board  was  a  board  made  up  with  Admiral  Sperrv  as  chairman,  with 
the  head  of  each  bureau  a  member  of  the  board,  and  three  or  four 
officers  who  had  had  fleet  experience  in  going  around  the  worid. 
That  board  made  its  report,  and  the  findings  are  in  the  hearings  in 
which  I  appeared  the  first  time;  but  the  fuU  report  is  being  printed 
and  is  very  likely  finished;  if  it  is,  copies  will  be  here  to-aay.  I 
ordered  them  printed  some  time  ago. 

The  Sperry  Board  made  a  report,  and  I  accepted  so  much  as  was 
unanimous.  There  was  a  majority  and  a  minority  report  on  certain 
of  the  regulations  affecting  steam  engineering.  I  considered  the 
matority  and  minority  reports  very  carefuUy  and  took  up  the  matter 
with  the  head  of  the  Steam  Engineering  Bureau  and  with  the  head  of 
the  Bureau  of  Construction  and  Repair,  and  then  I  personally  visited 
the  navy-yards,  in  order  to  familiarize  myself  with  the  proceedings 
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and  get  an  ocular  demonstration  of  the  principal  navy-yards  on  the 
Atlantic  coast.  Those  yards  were  Portsmouth,  Boston,  New  York. 
Norfolk,  and  Philadelplua.  I  paid  especial  attention  to  Boston  ana 
New  York,  on  accoimt  of  their  accessioihty;  and  later  I  made  two  or 
three  visits  to  League  Island,  and  not  only  inspected  aU  of  the  differ- 
ent shops  and  departments,  but  talked  with  tiie  different  officers 
individually  and  coUectively.  I  then  appointed  the  board  known  as 
the  ^'Leutze  Board,"  which  consisted  or  Admiral  Leutze,  who  had 
experience  at  the  Washington  Navy-Yard  (which  is  a  wonderful 
example  of  efficiency  and  thorough  administration) ;  Admiral  Swift, 
the  Boston  commandant,  who  has  had  exceptional  experience  in  shop 
administration;  and  Captain  Nicholson,  a  battle-ship  captain,  who 
is  now  head  of  the  Bureau  of  Navigation,  because  he  had  been  at  the 
New  York  yard  and  as  an  officer  there  on  one  of  the  battle  ships  had 
been  in  touch  with  them  and  saw  how  the  repairs  and  alterations  were 
working  under  the  Newberry  plan. 

The  Lieutze  Board  made  certain  reconmiendations  as  regards 
giving  more  authority  to  steam  engineering.  Under  the  Newberry 
plan  there  was  one  manager  of  the  manufacturing  department,  and 
each  special  class  of  work  was  placed  under  an  assistant  constructor. 
It  might  happen  that  that  constructor  had  some  experience  or  it 
might  be  that  he  had  but  Uttle  experience,  and  the  engineer  of 
special  experience  of  twenty-five  or  thirty  years  was  made  an  in- 
spector in  steam  engineering,  for  instance,  and  it  demonstrated  itself 
pretty  conclusively  that  the  engineering  work  would  and  was  deteri- 
orating under  the  system  by  which  the  engineer  was  inspecting  but  not 
executing;  that  is,  he  was  merely  an  inspector  and  in  many  mstances 
he  could  not  have  changes  made,beins  an  inspector,  until  considerable 
work  had  been  completed  which  might  be  useless.  That  part  of  the 
Newberry  plan  was  then  amended  so  that  workmen  were  assigned  by 
the  manager  to  the  Steam  Engineering  Department  and  then  the 
work  progressed  under  the  man  formerly  known  under  the  Newberry 

£lan  as  the  inspector,  now  acting  as  head  of  the  Steam  Engineering 
division.  Thus  after  the  labor  was  assigned  to  him  by  the  manager 
the  engineer  officer  was  made  responsible  for  the  work  of  the  Steam 
Engineering  Department;  so  from  that  time  on  they  were  designing 
ana  executmg  and  were  being  held  responsible  for  the  work  which 
they  were  doing,  not  having  been  responsible  under  the  previous 
plan.  This  was  a  temporary  makeshift  to  obtain  more  efficiency 
and  the  greatest  economy  possible  for  engineering  under  the  New- 
berry plan.  In  other  respects  the  plan  was  allowed  to  go  on  until 
the  1st  of  December — ten  months.  But  the  engineer  officer  could  not 
depend  always  on  getting  suitable  men  or  tools,  as  they  were  assigned 
by  the  manager. 

Now,  the  present  system  takes  advantage  of  all  the  consolidation 
of  shops  which  were  made  undor  the  so-called  '*  Newberry  plan,"  but 
it  divides  the  manufacturing  department  into  two  logical  divisions, 
one  of  hull  and  the  other  of  macninery.  It  puts  at  the  head  of  hulls 
a  man  trained  as  an  expert  in  all  hull  work,  and  it  puts  at  the  head  of 
the  machinery  division  a  steam  engineer  officer  who  is  trained  and 
specialized  in  machinery  work,  and  he  gets  this  training  in  a  way 
which  is  an  advantage  over  the  training  of  the  huU  man  as  regards 
machinery,  because  he  gets  also  the  practical  experience  of  the 
machinery  in  motion  at  sea  under  all  conditions.    Tnose  two  logical 
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divisions  of  the  manufacturing  department  have  been  adopted  in 
the  two  largest  and  most  successful  navies  of  the  world,  the  English 
and  the  German.  By  their  adoption  we  follow  also  the  lines  of  our 
own  successful  shipbuilding  concerns.  All  the  other  work  which  any 
bureau  requires  in  that  navy-yard  is  done  either  in  the  shops  belong- 
ing to  the  hull  division  of  m  the  shops  belonging  to  the  machinery 
division,  and  if  you  will  excuse  me  I  will  use,  for  the  sake  of  simplicity, 
from  now  on  sunply  the  words  '*hull"  and  ''machinery."  All  of 
the  work  is  either  done  in  the  hull  or  machinery  division,  according 
to  the  character  of  the  work,  and  the  different  bureaus  will  no  longer 
have  their  special  shops. 

The  commandants  are  to  be,  as  they  were  supposed  to  be  under 
the  Newberry  plan,  the  general  managers  or  general  superintendents, 
which  I  think  is  the  hetttg  word.  We  have  gotten  m  the  way  of 
using  the  words  *'generar  manager"  for  the  conunandant,  but  I 
thinS  the  words  '^general  superintendent"  are  more  expressive, 
because  under  this  new  system  there  are  two  managers  in  the  yard, 
one  hull  and  the  other  machinery.  I  notice  in  the  EngUsh  navy- 
yards  they  use  the  words  *' admiral  superintendent."  Perhaps  that 
IS  the  reason  we  have  not  used  that  word,  in  order  not  to  copy.  In 
the  past  the  commandant  has  been  selected,  in  manv  instances, 
without  taking  into  consideration  his  qualifications.  It  is  just  as 
necessary  to  consider  aptitude  and  experience  for  this  duty  as  it  is 
for  a  private  organization  to  do  so.  And  I  have  laid  down  the 
rule  that  a  commandant  shall  not  be  appointed,  as  has  been  the 
case,  to  round  out  his  career,  but  he  must  oe*  selected  from  the  point 
of  view  of  his  fitness,  and  with  a  tenure  of  office  of,  say,  three  years. 
The  same  attention  is  to  be  paid  to  the  captain  of  the  yard,  who  is 
to  be  the  assistant  of  the  commandant.  Under  the  present  plan 
aU  construction  of  public  works  for  the  different  departments  and 
bureaus  is  to  be  done  in  navy  yards  and  stations  under  the  super- 
vision of  the  Yards  and  Docks  Bureau,  wliich  has  civil  engineers 
trained  for  that  work.  By  this  plan  we  should  get  the  most  eco- 
nomical construction  and  each  bureau  will  not  be  building  needlessly 
or  expensively  such  construction  as  it  mav  require. 

Another  important  feature  wliich  has  been  adopted  is  that  of  a 
separate  and  uniform  cost  and  accounting  system.  I  found  it  was 
impossible  for  me  to  learn  the  cost  of  work  that  was  being  done  or 
to  make  comparisons  between  the  work  at  one  yard  with  another. 
In  these  days  notliing  can  be  done  successfully  unless  we  have  a  proper 
cost  and  accounting  system.  The  method  formerly  in  force  was  one 
which  permitted  the  man  doing  the  work  to  manipulate  the  cost, 
which  IS  contrary  to  all  modern  practice.  That  has  been  taken  away 
from  the  manager  and  a  separate  cost  and  accounting^  system  will 
be  eventually  estabUshed  in  all  the  yards  like  that  m  successful 
operation  at  Boston;  so  that  comparisons  can  be  made  in  the  future 
between  the  work  of  one  yard  and  that  of  another  yard  and  a  rivalry 
will  be  created  between  the  foremen  in  endeavoring  to  get  the  work 
done  as  efficiently  and  economically  as  possible,  and  comparisons 
will  be  possible  even  with  private  organizations  doing  work  or  similar 
character.  I  place  the  greatest  importance  on  this  feature;  I  think 
it  will  be  of  mcalculabfe  value  to  the  committee  and  to  the  Navy 
Department  to  be  able  to  know  what  things  are  costing.  And  to-day 
I  propose  to  cite  some  instances  in  the  different  yards  of  excessive 
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cost  and  in  what  maimer  these  job  orders  have  been  handled  and 
executed.  Another  very  unportant  feature  is  the  more  efficient 
and  extensive  system  of  mspection  which  is  to  be  carried  on  hereafter. 
Heretofore  there  has  been  a  board  of  inspection  which  has  inspected 
a  vessel  after  its  return  from  a  cruise  and  the  report  has  been  for- 
warded to  the  bureaus  interested. 

Hereafter  there  is  to  be  a  more  ext^asive  system  of  inspection 
ashore  and  afloat  which  will  stimulate  everyone  to  greater  einci^icy. 
When  an  appropriation  is  asked  for  to  cover  repair  of  vessels  each 
bureau  makes  a  separate  estimate  of  what  it  would  cost  to  put  that 
ship  in  condition  and  each  bureau  is  inclined  to  make  that  appropria- 
tion as  liberal  as  possible,  and  I  think  you  gentlemen  know,  even 
better  than  I  do,  the  history  of  some  of  the  enormous  expenditures 
that  have  been  involved  on  vessels  whic|^  have  not  been  fit  for  the 
service.  I  will  add  some  samples  of  what  I  mean.  [See  appendix.] 
Hereafter  when  an  estimate  is  made  by  the  different  bureaus,  those 
estimates  will  be  given  to  the  inspector  or  to  the  board,  and  they  will 
then  make  a  report  to  the  Secretary  on  the  advisability  of  that  vessel 
having  so  much  money  spent  upon  it,  whether  it  is  advisable  that  that 
constniction  should  be  recommended  or  that  that  expenditure  should 
be  made;  in  other  words,  whether  the  resulting  mditary  value  will 
be  worth  the  money.  Already  J  am  shown  conclusively  that  the 
DetroUf  for  instance,  is  not  worth  spending  money  on,  and  I  am 
having  others  looked  up.  Her  machinery  oeing  very  expensive  to 
run,  we  are  not  justified  in  putting  her  m  condition.  I  believe  it 
would  be  a  great  saving  of  money  if  Congress  would  authorize  the 
sale  of  a  great  many  of  our  smaller  vessels — yachts,  cruisers,  etc.  I 
find  that  the  expenditure  of  the  appropriation  for  repairs  which  was 
made  last  year  will  show  that  a  very  small  proportion  goes  for  battle 
ships  and  first-class  cruisers;  that  an  enormous  proportion  goes  for 
tugs,  yachts,  cruisers,  and  so  forth. 

It  seems  to  me  that  it  would  be  wise  for  the  department  to  have  a 
sale  of  vessels  such  as  England  had  a  few  years  ago,  when  she  cour- 
ageously came  forward  and  condemned  a  lot  of  vessels  and  sold  them. 
It  is  like  a  man  who  has  the  courage  to  go  into  his  park  and  cut  out 
a  good  many  trees  in  order  that  the  other  trees  may  develop,  be  fine 
specimens  and  not  a  drain  on  the  resources  of  the  soil.  We  must  show 
some  courage  in  approaching  this  question,  and  condemn  a  lot  of 
riffraff  vessels  which  we  have,  and  on  which  we  are  lavishing  money 
needlessly  as  well  as  extravagantly.  I  claim  that  by  means  of  this 
inspection  we  will  be  able  to  give  the  committee  information  by 
which  we  can  name  a  list  of  vessels  of  different  types  which  should  be 
disposed  of. 

Now,  I  would  like  to  cite  some  cases  of  excessive  cost  of  work  in 
navy-yards.  I  do  not  know  wheth  r  you  have  had  time  to  read  my 
report.  I  know  you  gentlemen  have  "been  very  busy,  but  you  may 
be  familiar  with  the  rifle  butt  case  at  League  Island;  I  wiU  cite  that 
as  an  instance.  At  League  Island  it  was  determined  to  build  some 
rifle  butts,  and  the  manager  constructed  one,  and  it  cost  about  $15^000; 
for  the  next  two  butts  he  decided  to  invite  bids  and  the  civil  engineer 
asked  the  privilege  of  putting  in  bids  at  the  same  time  as  the  private 
contractors;  he  wanted  to  bid  to  demonstrate 'what  could  be  d6he 
by  the  civil  engineers;  he  made  a  bid  which  was  so  much  lower  than 
the  private  concerns  that  the  manager  was  obliged  to  assign  the 
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work  to  him,  and  the  result  will  be  that  we  will  have  two  butts  built 
for  about  what  the  first  butt  was  built  for. 

The  Chaibhan:  Were  Uiey  alike  in  every  respect! 

Secretaiy  Meyer.  No,  sir;  the  latter  were  more  difficult,  as  they 
were  built  out  farther  on  the  point  and  it  required  a  track  to  be  laid 
to  reach  them;  we  found  there  was  less  foundation  there — ^it  was 
more  bog^  and  swampy  and  it  demonstrated  the  wisdom  and  neces- 
sity of  usin^  the  civil  engineer  in  such  work  and  not  merely  having 
him  as  an  inspector,  as  tne  Newberry  plan  had  made  him,  and  also 
that  it  is  well  to  speciaUze  certain  work.  That  work,  done  by  the 
naval  constructor,  cost  $68.36  per  foot  and  by  the  civil  engineer  it 
cost  S27.04  per  foot.     I  will  leave  all  the  papers. 

The  Chaibhan.  Put  it  all  in  the  hearings. 

Secretary  Meyeb.  That  was  m^  idea.  It  would  take  a  neat  deal 
of  time  if  I  were  to  read  all;  I  will  pick  out  a  few  particular  points 
and  tlien  put  it  in  in  full  in  the  report. 

Mr.  Roberts.  Put  it  into  your  hearings  when  you  make  your 
corrections. 

The  Chaibhan.  I  think  that  is  the  better  way. 

Secretaiy  Meyeb.  It  will  save  a  great  deal  of  time  if  I  do  it  in 
that  way.  I  examined  those  butts  personally  while  they  were  being 
built.  Another  thing  I  wanted  to  sav  is  that  imder  the  single  man- 
ager of  manufacturing  the  indirect  charges  have  in  many  instances 
been  excessive  and  not  under  any  logical  system  of  proportion. 

Mr.  Gbeoo.  You  sav  civil  engineer.  I  want  you  to  explain  what 
you  mean  by  this  work  being  done  under  the  supervision  of  the  civil 
engineer — whether  he  is  a  naval  officer  or  whether  he  is  a  civilian. 

Secretary  Meyeb.  We  have  in  the  department  a  number  of  so- 
called  steam  engineers  who  are  line  officers  now — they  were  formerly 
staff  officers,  and  they  deal  only  with  machinery;  then  we  have  at 
the  navy-yards,  imder  the  Bureau  of  Yards  and  Docks,  civil  engineers 
who  are  commissioned  officers,  but  do  work  corresponding  with  that 
of  civil  engineers  in  civil  life,  and  they,  under  the  present  system. 
are  hereafter  to  have  charge  of  all  new  building  construction  and 
real  estate  and  water-front  improvements. 

Mr.  Thohas.  I  do  not  think  you  have  made  the  point  clear  as  to 
the  difference  between  the  civil  engineer  and  the  naval  constructor. 

Secretary  Meyeb.  The  constructor  is  educated  as  a  naval  architect 
rather  than  as  a  marine  engineer.  Although  grounded  in  both,  his 
training  is,  to  a  great  extent,  a  theoretical  trainii^;  he  is  a  naval 
constructor  and  he  has  a  general  engineering  education,  with  e^ecial 
reference  to  construction  work 

Mr.  Thohas.  A  designer  t 

Secretary  Meyeb  (continuing) .  On  the  hulls  of  vessels.  He  also  has 
a  course  of  engineering  of  a  year  or  two,  according  to  circumstances; 
sometimes  here,  and  as  in  tne  past  it  has  been  at  Glasgow  or  some 
technical  school  abroad,  but  he  does  not  get  the  practical  experience 
in  engineering  in  the  way  of  machinery  or  construction  work  outside 
of  hiul  construction  as  does  the  mechanical  and  civil  engineer. 

Mr.  Dawson.  This  example  would  seem  to  back  up  the  wisdom  of 
putting  all  of  the  public  works  under  the  Bureau  of  Yards  and  Docks. 

Secretary  Meyeb.  Yes,  sir;  most  decidedly. 

Mr.  RoBEBTS.  This  illustrates  also  the  wasteful  methods  of  the 
■o-called  Newberry  plan. 
21396—10 ^20 
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Mr.  Enouebkioht.  Wouldn't  it  be  weH  to  exfdam  the  nece^ty 
for  a  steam  engineer  having  experience  at  sea,  as  hid  work  is  a  con- 
tinuous operation,  subject  to  cnan^,  whereas  there  is  no  necessity 
for  a  constructor  going  to  sea  to  obserre  the  results  and  effects  of 
his  own  work! 

Secretary  Meteb.  It  does  not  compare  with  the  necessity  of  the 
engineer's  going  to  sea,  but  it  does  seem  better  for  a  constructor  to 
go  to  sea  a  little  in  order  to  see  something  of  the  working  of  the  ships 
at  sea,  and  we  do  try  to  give  them  all  t£is  experience. 

You  see,  the  great  importance  of  the  engineer  being  at  sea  is  that 
he  shall  see  this  complicated  machinery  of  modem  battle  ships  work- 
ing under  all  sorts  of  conditions;  it  is  absolutely  necessary  that  he 
should  have  such  experience,  and  it  is  also  quite  as  necessarv  that 
he  should  have  a  certain  amount  of  shop  experience,  so  that  ne  can 
profit  by  both  in  the  care  and  repair  or  the  machinery,  both  afloat 
and  at  the  navy-yards. 

The  policy  which  the  department  desires  to  carry  out  in  the  future 
is  for  each  vessel  to  have  a  limited  machine  shop,  so  that  repairs  can 
be  made,  except  where  they  are  of  such  a  character  that  it  is  neces- 
sary for  the  ship  to  go  back  to  the  navy-yard;  the  machinery  repairs 
in  many  instances  can  be  made  in  port,  or  even  at  sea,  by  usmg  spare 

{arts,  so  that  the  machinery  wiU  be  kept  up  to  the  highest  efficiency. 
t  is  the  old  saying  of  '^A  stitch  in  time  saves  nine."  And  if  the 
machinery  is  put  in  order  at  once  it  saves  its  getting  out  of  order 
worse. 

The  Chaibman.  Mr.  Secretary,  I  understand  this  plan  is  in  opera- 
tion at  the  navy-yard  in  Boston? 

Secretary  Meyeb.  Which  plan  do  you  refer  toi 

The  Chaibman.  I  mean  the  two  managers. 

Secretary  Meteb.  It  has  been  put  in  operation  at  all  the  yards. 

The  Chaibman.  At  all  of  the  yards! 

Secretary  Meteb.  Yes,  sir;  on  December  1  last. 

The  Chaibman.  How  about  the  accountir^  system! 

Secretary  Meteb.  The  accounting  system  is  working  at  Boston  and 
is  being  started  at  New  York  with  separate  paymasters,  and  is  being 
instiJled  at  the  other  lai^e  yards  under  the  general  storekeeper. 

The  Chaibman.  How  many  line  officers  to-aay  are  in  the  machinery 
department  in  the  Boston  Navy- Yard  doing  actual  work  and  getting 
actual  experience  in  engineering? 

Secretary  Meteb.  I  think  I  can  give  you  that.  There  are  four 
commissioned  officers  and  four  warrant  machinists.  Now,  if  I  may, 
I  would  like  to  cite  more  of  the  cases  which  I  think  will  interest  the 
committee. 

Two  torpedo  air  compressors  were  removed  from  the  U.  S.  S. 
Missouri;  were  surveyed  and  recommended  to  be  repaired  and  re- 
served for  use  at  Hin^ham  magazine  at  an  estimatea  cost  of  $550. 
These  compressors,  being  of  small  capacity  and  high  pressure,  were 
not  at  all  suitable  for  use  in  operating  pneumatic  tools,  the  only  use 
to  which  they  could  have  been  put  at  Hingham.  A  small  amount  of 
work  was  done  prior  to  February  1,  1909,  at  a  cost  of  $14.50.  After 
that  date  the  work  was  taken  up  by  the  manufacturing  department, 
under  the  manager.  On  May  15,  1909,  the  charges  recorded  against 
this  job  amounted  to  $2,276.12,  and  it  was  estimated  to  be  six- 
tenths  completed;  an  estimate  of  $187  was  submitted  for  the  corn- 
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pletion  of  the  work,  exdusiye  of  the  cost  of  repaira  necessary  as  a 
result  of  a  shop  accident.  At  the  instuice  ot  the  Chief  of  the  Bureau 
of  Ordnance,  work  was  suspended  pending  an  investigation  of  the 
appaa^Mitly  excessive  cost  of  the  work  ah*eady  performed.  On  in- 
vestigation it  was  found  that  $1,217.92  had  been  incorrectly  charged 
to  this  work,  this  sum  bein^  the  pay  of  thre^  draftsmen  for  tlu*ee 
months,  durii^  which  time  tney  had  not  been  emi)loyed  on  this  job. 
That  is  what  1  claim  in  some  instances  has  been  going  on  in  the  past; 
that  foremen  have  made  excessive  estimates;  that  tney  have  kept  a 
job  order  open  after  almost  completing  the  job,  in  order  that  the 
workmen  might  be  transferred  to  anotner  job  to  cover  an  under- 
estimate of  another  case,  and  this  will  show  you  an  example  of 
irregular  methods  used,  and  indicates  that  it  is  inadvisable  for  the 
manager  to  have  the  cost  and  accounting  system  imder  his  super- 
vision. 

Now,  to  go  on  with  this  case,  the  remaining  cost  was  $1,058.20, 
made  up  thus:  Labor,  direct,  $570.26;  labor,  indirect,  $260.63, 
making  $830.89;  material,  direct,  $127.41;  material,  indirect,  $99.90, 
making  the  material,  direct  and  indirect,  $227.31,  a  total  of  $1,058.20. 
The  indirect  charges  were  approximately  46  per  cent  for  labor  and 
78  per  cent  for  material.  As  this  cost  was  far  in  excess  of  the  estimate, 
more  than  double  if  the  estimate  of  $187  to  complete  be  added, 
furth^  investigation  was  made,  from  which  it  appeared  that  there  had 
been  a  certain  amount  of  confusion  and  irregular  practice  in  the 
matter  of  calculatinj^  the  indirect  charges.  £Lad  a  uniform  system 
been  followed  in  strict  accordance  with  regulations  th^total  cost  of 
the  work  done  would  have  been  $911.52  instead  of  $1,058.20.  In  the 
course  of  the  investigation  of  this  matter  it  was  learned  that  ingot 
copper  to  the  value  of  $107  had  been  stubbed  out  of  store  on  the  job— 
740  pounds — while  the  total  metal  used  amounted  to  387  pounds  of 
white  metal  and  composition,  of  the  value  of  $107.  Tliis  snowed  an 
irregular  practice  in  the  foundry  of  using  scrap. or  stock  aheady 
drawn  and  covering  it  by  stubbing  out  other  metal  stock.  In  this 
esse  the  value  of  stock  stubbed  out  was  the  same  a»  that  of  the  stock 
usedj  but  the  transaction  was  irregular  and  examination  of  the  stub 
requisitions  ^ave  a  false  idea  of  the  kind  and  quantity  of  stock  used  in 
the  job.  It  is  apparent  that  had  no  investigation  in  this  matter  been 
made,  this  particular  job  would  have  been  charged  at  about  $2,500 
instead  of  slightly  more  than  $900,  its  true  cost. 
'  Take  the  case  of  the  estimate  for  turntable  for  planing  propeller 
blades  at  League  Island.  This  work,  as  well  as  all  other  work  on 
shop  tools,  came  strictly  under  the  manager;  the  inspector  had  nothing 
to  oo  with  such  work.  That  was  under  the  Newberry  system.  The 
estimated  cost  by  the  manager  for  this  addition  to  the  planer  bed  for 
planing propeUer  blades  was  as  follows:  Labor,  $400;  material,  $150; 
total,  $550.  I  would  Uke  you  to  note  this  :  Amount  expended  up  to 
November  15,  1909,  finished  and  in  use,  labor,  $2,003.19;  material, 
$191.47;  total,  $2,194.66. 

Mr.  Roberts.  What  was  the  total  of  the  estimate! 

Mr.  Butler.  Who  made  that  estimate? 

Secretary  Meter.  According  to  this,  it  was  made  under  the  pre* 
vious  OTstem  by,  I  suppose,  the  assistant  constructor,  who  was  the 
head  of  that  work.  Under  that  system  the  head  manager  or  manager 
of  manufacturing  department  was  a  constructor  and  the  assistants  of 
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the  different  diyisions  of  the  navy-yards  were  junior  constructors. 
This  note  also  says  "See  monthly  summary  or  job. orders,  Steam 
Engineering,  for  further  information." 

Here  is  one  at  the  Mare  Island  Navy- Yard:  When  the  consolida- 
tion went  into  effect,  the  manager  removed  material  from  all  steam 
engineering  shops  and  transferred  it  to  the  dump  or  the  storehouse. 
In  one  case  about  $1,500  worth  of  floor  plates  were  sent  to  the 
storehouse,  but  the  general  storekeeper  would  not  receive  them 
because  the  edges  were  rusty,  and  the  manager's  department  sent 
them  to  the  dump.  This  is  from  testimony  before  a  court  of  inquiry 
at  Mare  Island. 

Another  case  at  Mare  Island:  The  manager  at  Mare  Island  had 
orders  to  make  screw  propellers  for  the  torpedo  boats  Davis  and 
Fox.  Attempts  to  get  a  satisfactory  mixture  of  manganese  bronze 
were  unsuccessful,  so  he  decided  to  make  them  out  of  ordinary 
navy  composition.  He  made  five  of  these  propellers,  which,  upon 
investigation,  were  found  to  be  of  such  interior  quality  that  four 
of  them  had  to  be  sent  to  the  scrap  heap.  Had  test  specimens  been 
taken  from  the  first  one  cast,  the  unsuitability  of  the  material  would 
have  been  apparent  at  once  and  the  Government  would  have  been 
saved  upward  of  $1,000.     This  is  from  the  official  records. 

Mr.  Thomas.  Are  not  those  extreme  cases,  Mr.  Secretary? 

Secretary  Meyer.  Well,  I  have  some  more,  Mr.  Thomas.  You  will 
understand  these  things  were  not  deliberate.  I  am  going  to  give  some 
examples  of  the  increased  cost  of  work  undeivthe  management  of  naval 
constructors  by  reason  of  their  inexperience  in  machinery  work  and 
the  fact  that  they  had  too  much  work  to  directly  oversee.  The  esti- 
mate in  April,  1909,  for  rebabbitting  the  crank  pin,  crosshead,  and 
eccentric  brasses  of  the  West  Virginia  at  Mare  Island  was  $10,350. 
That  was  also  under  the  manager  plan.  The  estimates  for  identical 
work  on  the  engines  of  the  Tennessee  in  1907  at  another  yard  was 
$5,500.  As  the  machinery  is  identical  the  increased  cost  was  88  per 
cent  under  the  manager  system. 

Mr.  Thomas.  J  do  not  quite  catch  the  point.  What  do  you  attrib- 
ute that  to — mismanagement  of  the  particular  individual 

Secretary  Meyer.  Well,  I  couldn't  say.  We  merely  know  as  a 
fact  that  the  work  on  the  Tennessee  and  the  West  Virginia  is  identi- 
cal and  the  increased  cost  is  88  per  cent.  That  seems  to  speak  for 
itself. 

The  Chairman.  Isn't  it  perhaps  due  to  the  methods  in  which  they 
make  the  accounting?    Is  there  an>  change  in  that? 

Secretary  Meyer.  The  system  of  accounting  was  supposed  to  be 
the  same,  and  any  slight  difference  would  not  account  for  this  increased 
cost. 

The  Chairman.  Well,  it  seems  to  me  the  constructor  ought  to  be 
discharged  from  the  service. 

Secretary  Meyer.  Well,  I  do  not  want  to  give  a  wrong  impression; 
I  am  not  trying  to  cite  these  cases  in  order  to  say  that  the  constructor 
is  not  one  of  the  most  valuable  men  we  have,  because  he  is;  I  am 
citing  these  cases  in  order  to  show  that  he  should  be  confined  to  what 
he  is  trained  for,  naval  construction  and  repair  and  similar  work. 

Mr.  Englebright.  Wouldn't  the  cost  of  the  metal  be  a  very  im- 
portant item  in  the  estimates? 
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Secretary  Meyer.  The  cost  of  the  material  is  comparatively  small. 
It  is  included  always  as  a  part  of  the  estimates. 

The  Chairman.  The  svstem  of  accoimting  was  different  mider  the 
Newberry  plan  than  under  yours  I 

Secretary  Meyer.  Yes;  there  is  to  be  a  regular  system  of  charging 
the  overhead  or  indirect  chaises,  and  as  a  result,  as  I  told  you  yester- 
day, in  one  appropriation  we  expect  to  cut  down  a  quarter  of  a  million 
dollars  out  or  an  appropriation  asked  for  of  a  million  and  a  half. 

How  are  we  going  to  know  what  things  cost?  If  one  system  is 
used  in  one  yard  and  another  in  another,  our  costs  are  not  exact 
and  can  not  be  compared.  I  do  not  make  any  implication  that 
this  money  was  used  in  any  way  for  the  benefit  of  any  individual, 
but  it  was  probably  employed  on  one  job  order  in  order  to  cover, 
in  some  instances,  the  expenses  of  anotner,  due  to  faulty  estimates 
or  mistakes.  I  could  state  a  case  of  my  own  experience  in  the  New 
York  yard.  The  Dolphin  went  into  New  York  to  have  a  mast 
taken  out  and  some  other  slight  changes.  It  was  merely  the  removal 
of  a  bulkhead,  the  particular  case  i  mean.  If  you  remember,  the 
Dolphin  has  a  space  of  2  feet  between  the  rail  of  the  companion  way 
and  the  cabin,  which  was  absolutely  useless.  I  asked  to  have  that 
bulkhead  removed  so  it  came  up  flush  with  the  companion  way, 
which  would  give  2  feet  more  in  the  stateroom.  TTie  cost  of  the 
removal  of  that  companion  way 

Mr.  Roberts.  You  mean  the  removal  of  the  bulkhead  I  You  said 
the  companionway. 

Secretary  Meyer.  Yes,  the  removal  of  the  bulkhead,  which  is 
nothing  more  than  a  wooden  partition.  The  cost  of  that  removal 
was  a  lew  dollars  under  $2,000,  and  it  was  perfectly  absurd.  The 
captain  of  the  Dolphin  thought  it  was  too  hign,  and  that  $500  would 
have  been  sufficient,  and  it  made  him  careful  as  regards  painting 
the  saloon  of  the  Dolphin.  He  asked  for  an  estimate  for  painting 
the  saloon,  which  is  not  any  larger  than  this  room,  while  it  may  be  a 
little  wider.  The  estimate  ror  painting  three  coats  of  white  paint  was 
$500,  so  he  had  a  man  on  the  snip  and  a  boy  do  the  painting  and  ^ve 
it  four  coats,  and  it  cost  but  $50.  These  were  tne  first  practical 
illustrations  I  had  of  our  methods.  Thus  it  struck  me  that  the  sys- 
tem by  which  they  were  making  estimates  was  en-oneous  or  was  so 
liberal  as  to  be  extrayapint.  It  was  practically  impossible  to  get 
at  the  cost  of  things.  There  was  notning  to  prevent  a  foreman 
from  keeping  a  job  order  open  or  using  those  workmen  on  another 
job  order.  Consequently  it  was  impossible  to  know  exactly  what 
things  were  costing.  And  it  was  that  instance  that  made  me  force 
the  issue  at  once  and  order  an  expert  accountant  to  go  into  the  Boston 
yard  and  start  this  system  of  cost  accounting. 

Mr.  Padgett.  Did  you  investigate  that  excessive  cost  of  $2,000  for 
the  removal  of  the  bulkhead  ? 

Secretary  Meyer.  I  tried  to  do  so  and  had  a  statement,  but^  while 
items  were  there,  I  can  not  believe  that  moving  a  small  bulkhead 
should  cost  any  such  total  sum.  It  was  certainly  excessive  to  charge 
that  much  for  the  removal  of  a  partition  2  feet.  They  are  building 
houses  in  Washington  for  $3,500.  I  may  say  that  I  was  keeping  my 
eyes  open  for  samples  of  navy-yard  administration. 

Mr.  KoBERTS.  Mr.  Secretary,  you  say  you  do  not  charge  that  any 
individual  benefits  by  this  practice) 
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Secretary  Meyer.  Yes;  I  am  sure  no  one  does;  that  is,  financially. 

Mr.  Roberts.  I  want  to  call  your  attention  to  the  fact  that  indi- 
Tiduals  do  benefit  by  it.  These  mechanics  in  the  yards  who  make  up 
these  estimates  and  who  carry  out  this  practice  of  holding  a  job  open 
and  charging  up  to  one  job  work  that  is  put  on  another  in  order  to 
cover  up  a  deficiency  in  the  estimate  on  the  other  job  are  benefited 
directly,  because  they  are  holding  their  jobs  by  that  practice;  they 
have  it  appear  they  are  making  good  as  master  mechancis,  while  in 
fact  they  are  not. 

Secretary  Meyer.  Well,  I  have  come  across,  in  investigating 
instances  of  this  character,  things  which  I  think  this  inspection 
svstem,  which  we  are  starting,  will  be  able  to  overcome  in  part. 
One  of  the  causes  of  the  excessive  cost  of  the  improvement  or  revamp- 
ing of  naval  vessels  has  been  that  the  Bureau  of  Construction  has. 
necessarily,  very  generous  appropriations,  because  they  can  not  t^ll 
what  the  cost  wiU  be  during  the  year,  and  that  is  known  by  the 
foremen,  and  when  they  have  started  in  on  these  vessels  they  pull 
a  partition  away  here  and  make  a  change  there  which  increases 
the  cost,  and  it  is  quite  possible  thev  have  made  changes  which  were 
desirable  but  not  necessary,  and  tnerefore  expenditures  have  been 
incurred  which  were  not  recjuired.  I  do  not  mean  this  as  a  reflection 
on  the  Bureau  of  Construction;  I  mean  it  as  a  reflection  on  the  system. 
In  the  past  it  has  been  possible  for  the  foreman,  when  he  gets  in  there 
and  is  working,  to  make  more  extensive  alterations  than  were  abso- 
lutely necessary.  And  this  practice  is  aided  by  making  the  estimates 
hi^h. 

Mr.  Dawson.  I  want  to  ask  if  the  installation  of  this  new  cost- 
keeping  system,  in  your  opinion,  will  go  to  the  root  of  these  extrava- 
gances and  prevent  them  m  the  future? 

Secretary  Meyer.  I  think  it  will  go  to  the  root  of  them  in  the  case  of 
the  navy-yards,  and  it  will  be  impossible  for  this  to  be  done  under  job 
orders.  I  am  after  economy  witn  efficiency,  and  I  am  making  this 
clear,  and  improvement  may  be  looked  for.  Heretofore  invoices  in 
some  cases  were  not  closed  until  months  afterwards;  now  thejr  are 
to  be  closed  as  soon  as  completed  and  the  invoices  forwarded  within 
five  days,  and  trial  balances  are  to  be  taken  daily  in  the  navy-yards. 

Mr.  Dawson.  Who  has  the  demonstration  of  this  cost-keeping 
system? 

Secretary  Meyer.  The  books  will  be  kept  entirely  under  the  Sup- 
plies and  Accounts;  a  paymaster  of  the  navy,  the  acounting  officer, 
makes  up  the  pay  rolls  and  is  responsible  for  their  correctness.  There 
will  be  but  one  pay  roll;  there  were  two  under  the  Newberry  plan. 
The  paymaster  of  the  navy-yard  will  pay  out  the  money  on  the  roll 
certiiied  by  the  accounting  officer,  and  he  has  to  see  merely  that 
his  disbursements  balance  the  pay  roll. 

I  would  like  to  go  on  and  cite  some  more  cases.  At  Philadelphia 
during  July  of  1909  the  indirect  charges  were  actually  greater  than 
the  cost  of  the  work  done ;  in  August  they  were  equal.  The  figures 
are  given  below,  compared  with  those  for  the  corresponding  months 
of  1908.  It  will  be  noted  that  in  July.  1909,  it  cost  $6,745.39  indirect 
charge  to  do  $5,513.65  worth  of  work  (that  is,  labor  and  material), 
and  that  practically  three  times  as  much  work  was  done  in  1908 
as  in  1909  for  the  same  indirect  charge.  In  July,  1909,  there  was 
expended   for  direct  labor  $5,513.55;  in  July,    1908|  $16;337.62; 
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indirect  charges  were  practically  the  same;  that  is,  on  the  amount  of 
money  expended  for  labor,  July,  1909;  that  was  under  the  con- 
structor manager  system.  The  indirect  charges  for  Julj,  1909,  were 
$6,745.39;  the  amount  of  expenditures  for  direct  labor  m  July,  1908, 
$16,337.62;  the  indirect  charees  were  no  greater  than  they  were 
when  the  direct  labor  was  less  than  the  indirect  charges.  The 
indirect  percentage  was  122  per  c^nt  in  July,  1909,  as  against  40  per 
cent  in  July,  1908.  Take  August,  1909,  expendea  for  direct 
labor,  $12,832.50,  under  the  manager  system,  and  August,  1908,  it 
was  $13,297.32. 

The  Chairman.  What  was  this  labor  ont 

Secretary  Mbteb.  I  couldn't  say;  that  I  can  have  for  you  if  you 
want  it;  it  was  work  in  the  yard  under  the  Steam  Engineering  Bureau. 

The  CHAiRBfAN.  It  only  related  to  one  part  of  the  work,  didn't  it! 
They  are  doin^  more  work  than  thatt 

Secretary  li&TEB.  These  are  examples  of  the  increased  cost  under 
the  manager  system. 

Mr.  Butler.  What  does  that  indirect  charge  include? 

Secretary  Meyer.  Indirect  charges  are  all  the  charges  for  the 
organization  which  are  outside  of  material  and  productive  or  direct 
labor,  for  example,  wages  of  superintendents,  foremen,  clerks,  light, 
heat,  and  power. 

Mr.  Butler.  Would  it  be  possible  to  show  us  just  what  indirect 
charges  were  included  in  that  sum  of  yours? 

Secretary  Meyer.  Yes,  sir;  I  think  so.  I  can  giye  an  idea,  but 
under  the  plan  which  I  am  superseding  it  was  not  based  on  scientific 
commercial  practice,  and  the  methods  employed  at  the  different 
yards  were  not  the  same. 

Mr.  Padgett.  No  itemization  of  the  indirect  charges? 

Secretary  Meyer;  There  was  no  uniform  system. 

Mr.  Dawson.  I  want  to  ask  you  if  your  cost-keeping  system  makes 
a  fixed  percentage  for  overhead  charges? 

Secretary  Meyer.  Yes.  I  can  not  give  you  the  exact  perc^ntage, 
for  it  must  be  established  for  each  navy-yard,  and  while  it  is  fixed 
for  most  indirect  charges,  for  some  it  would  change  with  the  volume 
of  work. 

Mr.  Roberts.  Is  that  fixed  for  all  the  yards  or  for  each  yard? 

Secretary  Meyer.  It  would  be  fibced,  naturally,  according  to  the 
cost  of  each  yard,  the  organization  of  each  yard.  (See  Appendix.) 
Here  is  a  case  that  is  rather  interesting.  The  estimates  of  tne  Mare 
Island  yard  for  repairing  the  machinery  of  the  Olacier  were  $6,443. 
The  actual  cost  or  it  was  $14,431.08,  or  two  and  a  quarter  times  as 
much  as  the  estimate.  At  the  same  yard  the  estimates  for  the 
Saturn  were  $1,283;  the  cost  was  $4,186.53.  On  the  Active^  the  wprk 
cost  $1,563.54,  instead  of  $951.  On  the  West  Virginia,  where  the 
department  told  the  vard  that  the  estimates  were  considered  exces- 
sive, the  cost  exceedea  those  estimates  by  $5,657.83,  and  by  $13,583.83 
if  allowance  be  made  for  one  estimate  of  $8,000,  the  work  for  which 
was  performed  in  a  manner  recommended  by  the  inspector  of  machin- 
ery at  a  cost  of  $874.  In  that  case  they  estimated  it  would  cost 
$8,000  to  do  it,  but  instead  of  foUowing  that  estimate,  the  work  was 
performed  in  a  manner  recommended  by  the  inspector  of  machineiy 
at  a  cost  of  $874. 
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Mr.  Padobit.  Have  you  mvesti^ated  this  case,  whether  there 
were  any  chants  made  while  the  wonc  was  in  progress  from  the  plan 
which  was  orimnally  contemplated  t 

Secretary  Meter.  Probably  in  this  case  they  were  goin^  to  carry 
out  a  plan.  Of  course,  it  wotild  not  be  possible  there  could  nave  been 
such  a  variation  as  between  eight  thousand  and  eight  hundred.  It 
showed  the  estimate  was  not  made  by  those  with  proper  knowledge,  I 
should  say. 

Mr.  Padgett.  There  must  have  been  some  change  from  the 
original  idea. 

Secretary  Meyeb.  Very  likely,  but  that  is  just  the  point;  the  con- 
structor was  going  to  carry  out  a  plan  that  was  unnecessary,  and  you 
could  get  the  same  results  by  a  man  who  specialized  in  that  work  for 
$874.     (Reading:) 

Ck>nsidenible  expense  has  been  due  to  inexperience  and  lack  of  knowledge  of 
engineering  work  on  the  part  of  the  manaeen.    Some  examples  are  as  follows: 

rermanent  jointa  were  broken  on  the  boilers  of  the  Preble  at  Mwe  Island,  not  because 
this  work  was  necessary,  but  because  of  a  desire  to  see  what  the  joints  looked  like. 

At  the  same  yard,  condenser  tubes,  valued  at  about  $4,000  were  melted  up  as  scrap, 
and  the  manager  was  unable  to  fix  the  responsibility  for  this  waste. 

Again,  at  Mare  Island,  floor  plates  to  the  value  of  $1,500  were  thrown  on  the  dump 
because  the  edges  were  rusty,  on  account  of  which  the  general  storekeeper  would  not 
receive  them. 

As  illustrating  the  unfamiliarity  of  the  naval  constructors  with  engineering  work 
may  be  cited  the  following— 

and  this  is  rather  an  interestii^  case,  taking  place  at  New  York. 

The  machinery  of  the  Florida  is  building  at  the  New  York  Navy- Yard.  Six  months 
after  the  work  was  authorized  the  manager  reported  that  it  would  not  be  possible 
to  complete  the  castings  for  the  turbine  casings  in  time,  and  recommended  that  Uiey 
be  obtained  by  purchase.  The  inspector  of  machinery  reported  that  no  serious  effort 
had  been  made  to  get  out  the  patterns,  and  that,  in  his  opinion,  the  castings  could  be 
made  in  the  yard.  The  department  accordinglv  disapproved  the  recommendation 
of  the  manager  and  subsequently  transferred  the  direction  of  this  work  to  the  inspector 
of  machinerv,  under  whom  the  manufacture  of  these  castings  is  progressing  satis- 
&ctorily.  The  cost  involved  in  the  work  which  the  manager  recommended  be  given 
Cramp  A  Sons  was  $43,700  on  a  modified  design.  The  estimate  c^  the  inspector  of 
machmery  for  doing  it  at  New  York  on  the  original  but  more  expensive  design  is 
$8,000  le«. 

A  very  simple  job  came  up  at  Mare  Island  for  making  a  new  drum  for  one  of  the 
boilers  for  the  torpedo  boat  Farrcmu.  The  work  involved  no  complication  whatever, 
and  was  such  as  any  boiler  shop  snould  have  been  able  to  handle  with  ease,  but  after 
consuming  eighteen  davs  without  doing  any  work  at  the  yard,  the  manager  recom- 
mended mat  the  drum  be  purchased.  Had  he  been  at  all  experienced  in  boiler  work 
he  would  have  procured  the  material  and  proceeded  with  the  work  without  delay. 

The  following  will  illustrate  the  facility  with  which  funds  appropriated  for  specific 
purposes  could  be  diverted  by  the  manager  to  other  usee. 

In  March.  1909,  the  Bureau  of  Steam  Engineering  directed  the  navy-yards  to  with- 
hold annual  leave  during  the  remainder  of  the  fiscal  year.  The  manager  at  Puget 
Sound  replied  that  it  was  not  practicable  to  charee  leave  to  a  particular  appropriation, 
but  that,  of  desired,  the  amount  which  would  ordinarily  be  prorated  to  *' Steam 
machinery,  1909,"  could  be  charged  to  "Construction  and  repair.  1909,"  an  account 
being  kept  of  the  leave  so  chaiged  and  an  additional  charge  made  to '  ^Steam  madiinery , 
1910, "  relieving  to  that  extent  ''Construction  and  repair,  1910." 

That  is  over  Mr.  Cone's  signature,  chief  engineer  of  the  bureau. 

The  Chairman.  This  is  all  an  argument  in  favor  of  civilian  super- 
intendence in  navy-yards,  I  think. 

Secretary  Meyer.  I  do  not  see  it;  merely  that  the  men  should  be 
specialized  for  their  work.  I  have  no  criticism  to  make  of  the  naval 
constructor  on  his  own  construction  work,  because  they  have  done 
exceedingly  well.    They  are  able  men.    But  you  can  not  make  a  man 
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a  jack  of  all  trades.  I  claim  that  the  divisions  of  the  manufacturing 
department  should  be  a  hull  division  and  a  machinery  division,  and 
it  IS  most  essential,  in  order  to  get  efficiency  and  economj,  that  we 
have  specialized  men  as  managers  for  each  of  those  divisions  of  the 
department  of  manufacturing. 

The  Chairman.  I  had  a  notion  that  the  constructor  had  more 
training,  more  education  in  enfrineering,  than  the  line  officer. 

Secretary  Meteb.  I  would  like  to  taKe  that  up  as  soon  as  you  have 
completed  your  statement. 

Mr.  BuTLEB.  I  am  not  surprised  at  this  extravagance.  I  have  been 
for  a  number  of  years  trying  to  meet  it  in  some  way.  I  have  been 
trying  to  get  this  committee  year  after  year  to  strike  out  and  cut  this 
appropriation  in  the  navy-yards,  so  that  they  would  not  have  so  much 
money  to  spend. 

The  Chaibman.  We  will  take  all  these  instances  and  then,  after- 
wards, I  would  like  to  put  that  question  to  you  abouJb  the  constructor. 

Secretary  Meyer.  I  am  ready  to  take  it  up  now. 

The  Chairman.  No;  I  tliink  we  would  rather  have  all  these  in- 
stances first. 

Secretary  Meyer.  Very  well.  Before  taking  up  an  argument  for  a 
separate  machinery  division,  I  would  like  to  state  that  under  the  sys- 
tem of  having  one  constructor  manager  the  trouble  has  been  that 
jobs  have  been  partly  completed  under  the  supervision  of  persons 
without  the  proper  technical  knowledge.  The  inspector  may  have 
to  condemn  all  tnat  has  been  done  up  to  that  point,  thereby  increas- 
ing the  cost  by  losses  of  labor  and  time  and  material.  It  has  turned 
out  frequently  very  badly  to  have  certain  work  planned,  undertaken, 
and  supervised  by  persons  not  trained  in  these  particular  Unes — I  am 
bearing  always  on  hull  and  machinery — and  without  the  necessary 
technical  knowledge.  The  overhead  charges  have  often  been  exces- 
sive and  without  proper  system,  but  this,  I  may  say,  is  because  here- 
tofore we  have  not  had  a  scientific  accounting  system.  It  is  not  the 
fault  of  the  constructor. 

Mr.  Thomas.  Right  in  that  connection,  I  would  Uke  to  ask  how 
long  these  constructors  have  been  in  charge  of  this  work  in  the  yards? 

^cretary  Meyeb.  They  were  in  charge  ten  months. 

Mr.  l^OMAS.  They  were  proven  to  be  unsatisfactory  in  this  tech-, 
nical  work;  you  foimd  that  the  other  men — for  instance,  steam  engi- 
neers— ^were  more  satisfactory? 

Secretary  Meyeb.  Not  as  a  single  general  manager;  no;  I  mean  in 
their  machinery  work. 
.    Mr.  Thomas.  I  mean  as  a  whole. 

Secretarv  Meyer.  I  think  that  the  most  satisfactory  and  logical 
way  is  to  nave  a  hull  division  over  which  a  constructor  will  be  the 
manager,  and  a  machinery  division,  in  the  navy-yard,  over  which 
the  steam  or  mechanical  engineer  will  be  the  manager.  It  was  unsat- 
isfactory and  incorrect  in  principle  to  have  a  constructor  managing 
both  hull  and  machinery,  and  it  would  have  been  equally  unsatisfac- 
tory to  have  an  engineer  over  both  divisions. 

Mr.  Enolebright.  Mr.  Secretary,  in  connection  with  the  former 
plan,  where  a  constructor  was  in  fuU  charfje,  have  you  had  any  infor- 
mation that  there  was  considerable  friction  and  all  kinds  of  obsta- 
cles thrown  in  the  way  of  the  constructors  doing  things  to  the  best 
advantage? 
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Secretary  Meyer.  I  had  that  Panther  circular,  but  I  looked  into  it, 
and  it  contained  an  argument  which  I  allowed  them  to  file  with  me 
so  that  I  could  see  what  they  said.  But  I  sent  word  that  I  would  not 
allow  any  obstruction  of  any  sort,  and  I  foimd  that  the  line  officers, 
accustomed  to  obey  orders,  were  endeavoring  loyally  and  to  the  best 
of  their  abihty  to  carry  out  the  plan — though  there  may  have  been 
some  rare  cases  that  did  not  come  to  my  attention — and  so  were  the 
constructors,  under  the  order.  But  it  demonstrated  to  me  that  even 
under  ordinary  circimistances,  from  my  personal  inspection  of  these 
yards,  it  was  mipossible  for  one  man  to  carry  out  all  the  work  which 
ne  had  to  do  economically^  and  efficiently.  He  had  to  carry  all  the 
work  which  he  had  before  in  construction  and  repairs  and  everything 
else  in  the  yard  was  thrown  on  him,  in  which  he  was  not  an  expert, 
including  civil  engineer's  work,  and  if  we  had  had  any  emergency,  as 
we  had  m  the  Spanish  war,  we  would  have  been  absolutely  over- 
whelmed, and  cojifusion  would  have  been  the  result. 

Mr.  Padgett.  Under  your  plan  line  ojlicers  are  to  be  in  charge  of 
the  machinery  division  as  engmeers? 

Secretary  Meyer.  Yes;  they  are  line  officers,  but  some  of  them 
have  been,  for  part  of  their  Uves,  staff  officers.  They  are  line  officers 
to-day. 

Mr.  Padgett.  As  line  officers  they  would  go  to  battle  in  time  of 
war.  Then  what  would  be  the  organization  in  the  shops  and  the 
navy-yards  when  the  line  officers  were  sent  to  the  front,  to  battle  t 

Secretary  Meyer.  In  the  case  of  the  Spanish  war  we  wasted,  right 
off,  $50,000,000  buying  yachts,  coasters,  and  colUers,  which  required 
a  great  many  officers.  But,  notwithstanding  that,  we  kept  on  shore 
certain  officers  of  the  highest  character,  lixe  Admiral  operry  and 
Admiral  Swift,  because  they  were  experts  in  the  positions  in  which 
they  were  working. 

Mr.  Padgett.  In  other  words,  if  I  understand  you,  the  logical 
view  is  that,  notwithstanding  a  war,  you  would  retain  these  line 
officer  engineers  in  the  shops  as  managers,  and  not  send  them  to  the 
front? 

Secretary  Meyer.  I  would  retain  certain  ones,  most  assured!]^, 
because  they  are  very  familiar  with  the  military  requirements,  and  it 
is  absolutely  necessary,  I  believe,  to  have  their  knowledge  in  order  to 
get  the  highest  mihtary  efficiency.  In  conjunction  with  the  con- 
structor who  knows  about  the  hull,  there  should  be  a  military  man 
who  has  had  experience  about  the  macliinery,  ordnance,  etc.,  not  only 
in  a  shop,  but  afloat,  under  all  circumstances.  Undoubtedly  the  pro- 
portion of  the  line  officers  would  be  reduced,  as  we  reduced  it  during 
the  time  when  the  fleet  went  around  the  world.  If  dire  necessity 
meets  us,  it  is  not  necessary  to  have  so  many  line  officers,  from  the 
point  of  the  work  being  actually  accomplished,  though  we  would 
probably  add  retired  and  volunteer  officers  as  necessary.  It  is  im- 
portant, though,  that  there  should  be  as  many  line  officers  taking 
their  turn  at  the  shops  as  the  work  will  permit,  in  order  that  they  may 
have  that  double  experience. 

Mr.  Padgett.  I  imderstand  that  would  be  so  in  ordinary  conditions, 
but  I  refer  to  emergencies. 

Secretary  Meyer.  In  emergencies  we  would  reduce  the  proportion; 
but  I  think  it  would  be  absolutely  vital  that  there  should  be^  although 
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a  small  proportion,  a  certain  number  of  active  officers.  But  of  course 
the  navy  would  be  much  increased  in  an  actual  war. 

Mi.  Padgett.  In  other  words,  you  would  still  maintain  the  shop 
organization  under  the  control  and  management  of  the  line  officers. 

secretary  Meyer.  Yes;  though  the  personnel  might  be  somewhat 
modified.  It  would  have  some  advantages  in  this  respect:  We  are 
laboring  now  under  the  disadvantage  of  havii^  older  admirals  and 
older  captains  than  we  should  have,  and  we  could  keep  some  of  those 
older  captains  and  older  admirals  who  have  the  qualifications  for  shop 
work,  and  could  then  have  some  of  the  younger  officers  take  the  ac- 
tive command  of  the  ships. 

Mr.  RoBEBTS.  Mr.  Secretary,  on  that  cruise  around  the  world  a 
great  many  machinery  repairs  were  made  during  the  trip,  were  they 
not) 

Secretary  Meyeb.  Yes;  even  with  a  make-shift  floating  machine 
s^op. 

Mr.  Roberts.  They  did  not  go  into  dry  dock  or  into  port,  but  they 
were  made  under  the  directions  of  the  officers  on  the  ships  by  men 
on  the  ships? 

Secretary  Meyeb.  It  was  done  under  the  direction  of  Mr.  Cone, 
whom  I  consider  one  of  the  most  valuable  officers  we  have  at  present. 

Mr.  Robebts.  What  I  was  getting  at  is,  do  you  think  those  repairs 
could  have  been  made  as  eniciently  if  the  officer  superintending 
them  had  had  no  previous  shop  experience? 

Secretary  Meyeb.  No.  assuredly  not;  and  they  probably  would 
have  been  done  better  ii  they  had  had  more. 

Mr.  Robebts.  That  demonstrates,  then,  the  desirability  of  having 
these  officers  who  have  charge  of  the  machinery  afloat  acquinnfii 
considerable  shop  experience  m  order  that  they  may  take  care  o! 
those  minor  repairs  as  they  come  up  on  a  cruise,  and  not  go  into  port 
to  have  them  aone. 

Secretary  Meyer.  Yes;  and  it  also  illustrates  that  the  modem 
vessel  is  or  an  absolutely  different  character  from  the  former  men-of- 
war.  It  is  demonstrated  in  the  character  of  crew.  We  do  not  want 
what  were  known  in  the  past  as  sailors.  We  want  bright,  active 
young  men  with  intelligence  who  have  an  inclination  toward  me- 
chanics and  electricity  and  machinery,  and  that  same  thing  applies 
to  the  officers.  The  oattle  ship  is  one  mass  of  machinery  to-day, 
and  a  man  who  has  a  theoretical  knowledge  only  will  not  fill  the 
situation  or  the  requirements.  It  must  be  a  man  who  has  not  only 
a  theoretical,  but  an  absolutely  practical  knowledge,  and  plenty  of 
it.  It  is  the  same  thing  as  learning  a  language.  You  can  send  a 
boy  to  school,  and  he  will  be  able  to  read  the  language  and  will 
acquire  quite  a  vocabulary.  But  you  send  him  into  uie  country 
and  requu*e  him  to  speak  and  he  can  not  do  it.  He  must  have  the 
practical  experience  of  expressing  himself,  and  he  must  get  accus- 
tomed to  it.  * 

The  argument  has  been  made  that  line  officers  should  not  have 
important  positions  at  navy-yards,  because  their  place  is  at  sea  and 
in  an  emergency,  such  as  war,  their  services  would  be  required  on 
board  ship. 

My  answer  is  that  when  war  comes  the  ships  must  keep  the  sea 
and  must  be  maintained  there;  if  an  electric  motor  or  other  piece 
of  machineiy  br^iks  down,  a  naval  constructor  can  not  be  called 
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in  to  tell  what  is  the  matter  and  what  is  to  be  done:  the  ofiScers  in 
charge  of  the  motor  or  machine  should  know,  from  tneir  shop  expe- 
rience at  navy-yardS;  what  is  the  matter  and  how  to  remedy  the 
breakdown;  this  knowledge  will  enable  the  ship  to  be  self-sus- 
taining, and  it  will  be  a  matter  of  congratulation  that  a  system  is 
in  operation  that  will  enable  a  ship  to  keep  the  sea,  and  not  neces- 
sitate recourse  to  a  navy-yard  for  repairs  which  might  have  been 
made  by  the  people  on  board  if  they  had  had  the  proper  training. 
In  case  of  senous  injuries  to  a  ship  requiring  navy-yard  assistance, 
the  ship  carries  her  oflScers  with  her,  and  they  are  available  for  the 
work  in  connection  with  the  repairs.  While  this  is  a  necessity  in 
time  of  war,  in  peace  it  means  economy. 

•  Mr.  Roberts.  There  is  another  point.  I  have  heard  the  argu- 
ment expressed  that  the  large  commercial  steamships  are  officered 
by  men  who  have  had  no  shop  experience.  That  is,  l  have  heard  it 
suggested  that  the  captains  of  the  ships  like  the  Mauretania  and 
Lusitania,  the  very  largest  commercial  ships  afloat,  have  had  no 
experience  in  the  building  of  their  ships,  and  that  commercial  bodies 
do  not  deem  it  essential  that  those  in  charge  of  the  ship  and  ma- 
chinery should  have  that  experience.  Have  you  any  views  on  that? 
The  argument  has  been  advanced,  of  course,  to  show  that  it  is  not 
necessary  that  naval  officers  should  have  the  experience. 

Secretary  Meter.  Yes;  I  have  views  on  that.  The  modem  trans- 
Atlantic  snip  is  nothing  more  than  a  ferryboat.  She  crosses  now  in 
five  days.  She  has  an  engineer  force  on  board  for  running  the  motive 
power  only,  but  they  are  not  going  into  battle :  they  are  not  going 
into  places  far  distant  from  the  oase  of  supplies  tor  months  at  a  time. 
They  are  running  between  two  ports  where  they  can  have  their  ma- 
chinery repaired  m  the  quickest  time  at  the  port  while  thev  are  tak- 
ing on  their  cargo,  ana  a  thorough  inspection  and  overhauling  is 
made  in  the  port  each  time  it  arrives.  The  facilities  on  board  these 
steamers  are  not  sufficient  for  much  work;  they  are  frequently  over- 
hauled and  repaired  at  home  by  experts  to  keep  them  in  good,  order. 

Mr.  Loud.  Do  you  not  read  occasionally  where  these  steamers 
have  accidents  in  their  machinery  where  they  repair  in  midoceant 
That  is  done  in  the  engine  department. 

Secretary  Meter.  Tney  have  to  do  it  in  emergencies,  but  generally 
when  they  have  a  serious  accident  they  are  towed  in.  I  would  like 
to  speak  about  the  captains  of  the  trans-Atlantic  steamers.  They 
are  changing,  too,  and  tney  are  only  just  beginning  to  lose  the  old  sea- 
men. Tne  modem  man  who  is  coming  up,  you  wiQ  find,  has  a  much 
greater  knowledge  of  machinery  than  the  old  sea  captains,  who  are 
gradually  going  off. 

Mr.  Roberts.  I  wanted  to  ask  if  you  have  any  knowledge  of  the 
previous  training  of  the  engineer  corps  of  the  commericid  steamers, 
whether  or  not  tney  have  shop  experience  before  they  go  aboard  ship? 

Secretary  Meyer.  No;  I  have  not  gone  into  that,  but  I  think  they 
do.  I  am  told  that  English  marine  engineers  are  required  to  have 
shop  experience. 

Mr.  Roberts.  That  would  have  some  bearing  on  the  question. 

Secretary  Meter.  I  do  not  know,  perhaps  so.  But  there  is  this 
distinction,  that  the  battle  ship  is  cruising  off  around  the  world,  or 
to  distant  ports.  It  is  left  to  its  own  resources.  In  many  ports 
there  are  no  docks  which  it  could  go  into.    In  time  of  war  neutral 
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docks  and  repair  shops  would  be  closed  to  our  ships  and  they  would 
be  on  their  own  resources,  and  the  oflScers  must  have  the  training 
and  shop  experience  to  keep  their  ships  in  order.  I  can  not  empha- 
size this  too  stroi^ly. 

Mr.  Roberts.  There  is  another  consideration.  The  commercial 
steamer  of  the  type  we  are  speaking  travels  beaten  patlis,  so  if  there 
is  an  accident  she  could  be  taken  in  tow  by  some  otner  steamer. 

Secretary  Meyer.  They  have  a  force  of  engineers  on  board  and 
could  make  repairs  if  there  was  an  accident,  out  if  it  was  serious 
they  would  probably  be  towed. 

Mr.  Butler.  Thev  have  a  chief  engineer  and  several  assistants. 

Mr.  Roberts.  What  training  has  he  had  before  he  goes  in  there! 
Has  he  had  shop  experience!  I  think  that  would  be  quite  material 
if  it  could  be  ascertamed. 

Secretary  Meyer.  I  have  not  looked  into  that  especially,  but  I  am 
told  that  tney  generally  do. 

Mr.  Butler.  I  would  assume  he  had. 

Mr.  Roberts.  So  would  I. 

Mr.  Dawson.  Do  I  imderstand  that  the  principal  reason  for  regard- 
ing the  navy-yard  as  a  military  establishment  rather  than  an  indu&- 
tnal  estabhsmnent  is  the  fact  that  the  seagoing  ofiGlcers  need  the 
training  which  you  can  give  them  there  before  they  can  become 
efiGlcient  seagoing  officers! 

Secretary  Meyer.  I  consider  the  navy-yard  not  a  manufacturing 
plant  but  a  repair  plant,  where  the  knowledge  and  experience  of  the 
man  who  has  served  with  machinery  afloat  will  aid  materially  to  do 
na^-yard  work  efficiently  and  economically, 

Mr.  Dawson.  An  industrial  plant — I  do  not  consider  it  a  manu- 
facturing plant. 

Secretary  Meyer.  I  will  answer  your  question:  In  the  first  place, 
I  do  not  consider  the  navy-yard  a  manufacturing  plant,  and  I  am 
ready  to  pursue  the  policy  that  we  shall  not  build  except  on  a  special 
occasion,  when  the  committee  or  Congress  think  we  are  being  charged 
too  much  for  the  construction  of  our  vessels.  I  would  carry  it  even 
further.  I  would  carry  it  so  far  that  when  extensive  repairs  are  made 
we  should  get  bids  from  shipbuilding  concerns. 

Mr.  Dawson.  Private  yards! 

Secretary  Meyer.  Private  ^ards,  so  that  we  may  get  the  benefit  of 
their  competition,  of  their  capital  and  experience.  The  labor  is  going 
to  get  the  benefit  by  it  whetner  it  is  done  outside  of  a  navy-yard  or 
inside.  The  object  of  that  is  to  bring  home  the  fact  that  our  navy- 
yards  should  be  kept  as  repair  shops  only,  and  also,  further,  that  they 
should  have  as  near  as  possible  a  uniform  number  of  men,  and  the 
character  of  the  work  be  such  that  we  will  be  able  to  count  on  the 
amount  of  labor  required  year  in  and  year  out.  It  would  relieve  the 
Members  of  Congress  from  the  complaints  from  labor  organizations 
that  when  we  have  completed  work  on  a  vessel  the  men  nave  to  be 
thrown  out,  because  we  do  not  have  a  uniform  amount  of  work.  Now, 
then,  to  go  directly  to  your  question,  the  yards  exist,  in  my  estimi^ 
tion,  for  the  fleet  only.  If  we  should  give  up  our  fleet,  we  might  as 
well  give  uj)  the  yards.  Of  course  we  can  not  do  either.  It  is  one 
of  greatest  importance  for  the  future,  to  my  mind,  that  the  engi- 
neer and  constructors  should  have  the  advantage  of  shop  experience — 
that  is,  that  the  constructor  should  not  merely  design,  but  he  should 
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have  the  experience  in  the  shops  and  at  hull  work;  and  that  the  line 
officers  should  have  the  expenence  of  repairing  required  in  a  shop, 
as  well  as  the  repairing  required  on  a  ship  afloat. 

Mr.  Dawson.  Of  course,  the  question  would  naturallj  present  itself 
to  Congress,  whether  it  would  not  be  greater  economy  m  the  long  run 
to  establish  a  school  of  active  mechanics  for  these  seagoing  oflScers, 
rather  than  put  them  in  charge  of  an  industrial  establishnient,  for 
which  they  do  not  have  the  traming,  from  the  standpoint  of  the  eco- 
nomical expenditure  of  money. 

Secretary  Meteb.  If  we  limit  the  expenditures  to  limited  repairs, 
and  have  construction  and  cases  of  reconstruction  of  any  magmtude 
done  outside,  we  are  then  goin^  to  reduce  expenditures  m  the  yards, 
and  this  bein^  established,  undoubtedly  a  certain  number  of  yards 
could  be  abolished  and  if  the  committee  will  stand  back  of  me  I  will 
come  out  for  it  when  I  have  things  straightened  out.  But  it  should 
be  understood  that  the  saving  I  want  to  see  is  not  so  much  on  the 
work  which  is  actually  necessary,  but  in  preventing  unnecessary 
work  on  the  ships  ^oing  to  yards.  When  the  foremen  go  on  board  a 
ship  they  are  lookmg  for  work.  We  must  have  our  seagoing  officers 
trained  so  that  only  really  necessary  work  will  be  done.  That  is 
where  the  saving  will  be  made. 

Mr.  Dawson.  If  you  have  the  navy-yards  on  a  military  basis  and 
undertake  to  compete  with  private  yards  which  are  on  an  industrial 
basis,  of  course  all  your  work  is  going  to  go  to  the  private  yards  in 
the  end? 

Secretary  Mbteb.  All  the  reconstruction  work,  and  England  is 
following  tnat  policy.  I  would  like  to  refer  to  France,  which  dropped 
the  military  side  and  went  purely  to  the  commercial  and  civil  side, 
and  the  result  has  been  extraordinary  deterioration  of  their  navy. 
The  navy  is  a  military  organization  and  the  military  efficiency  must 
be  maintained.  Of  course,  we  have  to  have  navy-yards  for  our 
supplies,  for  marines,  for  surgical  work,  and  for  docks.  We  have  to 
have  a  place  where  we  can  be  independent  of  a  private  yard,  to 
dock  our  vessels,  because  if  we  are  not,  in  an  emergency  then  we 
are  helpless.  We  have  to  recognize  that,  and  we  must  nave  these 
yards.  We  have  more  than  we  need,  but  we  have  to  have  certain 
yards,  with  established  shops  ready  for  an  emergency  and  for  ordi- 
nary repairs,  and  therefore  we  can  not  consider  it  purely  on  a  com- 
mercial basis.  I  acknowledge  that  if  you  take  it  purely  on  a  com- 
mercial basis  you  nught  save  some  dollars  and  cents,  but  you  would 
lose  in  military  efficiency,  because  they  are  not  going  to  have  that 
experience  which  the  moaem  battle  ship  requires,  which  France  has 
demonstrated  bevond  peradventure. 

Mr.  BuTLEB.  Why  could  we  not  have  civilians  to  attend  to  the 
financial  end  of  it? 

Secretary  Meteb.  If  you  remember,  in  the  establishment  of  the 
aids  I  departed  from  the  recommendation  of  the  Swift  Board,  and 
have  left  it  so,  that  the  aid  who  would  be  the  adviser  to  the  Secre- 
tary for  materiel  can  be  anyone. 

Mr.  BuTLEB.  Could  he  be  a  civilian? 

Secretary  Meteb.  Yes;  there  is  nothing  in  the  way  I  have  drawn 
it  up  to  prevent  his  being  a  civilian.  I  did  that  designedly,  because 
there  might  come  an  occasion  in  our  history  when,  in  an  emergency, 
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some  patnotie  man  who  had  shown  marked  abUity  m  some  great  com- 
mercial organization  would  be  willing  to  offer  his  services,  at  least  for 
the  time  being,  and  could  step  right  m  and  be  the  principal  aid*,  so  far 
as  anything  riefers  to  civil  and  commercial  work,  .to  the  Secretary  of 
the  Isavy;  and  you  will  find  that  it  is  left  out  intentionally  so  that  a 
line  officer,  a  staff  officer,  or  a  civiUan  could  be  the  aid  for  materiel, 
which  covers  ordnance,  hull,  macliinery,  supplies,  and  accounts. 

The  CShairman.  Did  you  consider  the  advisability  of  making  the 
aid  for  inspection  a  civilian? 

Secretary  MEtEB.  I  considered  that  in  my  own  mind,  and  gave  it 
a  great  deal  of  thought  and  attention.  I  felt  satisfied,  after  consid- 
erable dehberation,  that  under  existing  conditions,  with  the  compU- 
cations  of  a  modem  battle  ship,  the  military  requirements  of  the 
vessel^  and  the  knowledge  necessary,  the  question  whether  a  ship, 
after  it  had  been  damaged  in  action  or  by  wear  and  tear,  was  worth 
the  expenditure  could  be  better  decided  by  a  miUtary  officer  knowing 
the  military  requirements  of  the  immediate  future  than  by  a  civiUan. 
We  have  officers  who  have  been  assigned  for  inspection  to  our  prin- 
cipal private  shipbuilding  organizations  who  have  had  the  advantage 
or  seemg  their  organization  and  working,  as  it  were,  with  it,  and  the 
intention  is  to  select  for  inspectors  men  who  have  had  experience  not 
only  in  our  own  yards,  afloat,  and  in  shipyards,  but  in  the  machine 
shops,  and  who  have  snown  qualifications  of  that  character. 

The  Chaibman.  I  want  to  ask  a  few  questions  that  are  in  my  mind 
One  is,  why  is  the  line  officer  better  fitted  to  have  charge  of  tne  ma- 
chinery department  than  the  constructor? 

Secretary  Mbyeb.  I  would  like  to  answer  that.  In  the  first  place, 
the  constructor,  while  he  is  selected  ordinarily,  as  we  all  know,  from 
the  men  highest  in  their  classes,  has  not  the  same  experience  in  deal- 
ing with  men.  Secondly,  while  his  chief  training  has  been  -toward 
hml  construction,  and  while  he  has  had  a  theoretical  training  of  a 
year  or  two,  or  of  a  Umited  period,  as  an  engineer,  yet  he  has  never, 
during  his  career,  had  the  practical  experience  of  machinery  afloat 
and  in  motion  that  is  necessary  for  a  man  to  be  thoroughly  equipped 
for  the  handling  of  machinery  repair  work.  I  found  m  one  or  two 
yards  that  where  the  constructor  had  been  assigned  to  the  machinery 
division,  the  workmen  soon  found  out  that  when  it  came  to  practical 
handling  of  the  machinery  they  knew  more,  in  some  instances,  than 
the  assistant  constructor  who  was  assigned  to  that  work,  while,  on 
the  ether  hand,  the  engineer  officer,  who  may  have  had  twenty-five 
or  thirty  years'  experience,  as  in  the  case  I  haa  in  mind,  knew  enough 
about  machinery  to  be  able  to  go  in  and  show  the  workman  himself 
what  should  be  done.  I  think  you  all  know  and  will  agree  with  me 
that  a  manager  gets  better  work  out  of  the  men  if  they  realize  he 
knows  more  about  it  than  they  do.  In  addition  to  that,  to-day  the 
battle  ship  is  a  great  moving  mass  of  machinery;  it  is  the  machine 
shop  with  the  parts  made  and  in  motion,  ready  lor  military  use,  and 
the  man  is  constantly  having  the  experience  of  overhauling  and 
repairing  the  machinery  which  the  constructor  would  notTiave. 
Therefore  I  claim  that  an  engineer  who  has  had  not  only  the  theo- 
retical training  and  more  than  the  constructor  has  had  in  engineer- 
ing, but  has  nad  the  additional  experience  of  working  with  the 
machinery  in  motion  and  repairing  it  when  it  is  damaged  or  out  of 
order,  is  better  quaUfied  to  be  the  manager  of  the  machinery  division. 
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The  Chaibman.  As  I  understand  it,  Mr.  Secretary,  of  course  the 
Naval  Academy  is  the  same  for  aU  ? 

Secretary  Meyeb.  Yes. 

The  Chairman.  The  last  year  is  the  year  in  which  instruction  is 
giyen  in  engineering,  and  all  midshipmen  have  that  experience,  and 
the  high-rank  men  usually  go  into  ttie  Construction  Corps.  I  think 
that  has  been  the  practice? 

Secretary  Meyeb.  Yes.  If  you  look  in  the  experience  of  your  own 
life,  the-high  rank  man,  while  he  is  the  man  who  is  the  grind,  and  who 
has  the  most  retentive  mind,  is  not  necessarily  the  man  who  i»  going 
to  be  the  most  successful  man. 

The  Chairman.  That  is  true. 

Secretary  Meyeb.  Nor  is  he  the  man  who  has  shown  necessarily 
executive  qualities  or  abilitv  for  administration.  That  is  to  be 
demonstrated  by  the  personal  equation  and  by  the  experience  of  the 
man  in  after  life. 

Mr.  BuTLEB.  He  may  not  be  practical. 

Secretary  Meyeb.  No.  I  have  in  mind  one  constructor  as  mana^r 
who  has  shown  special  ability,  and  yet  he  has  had  to  work  until  nud- 
night  and  then  has  not  been  able  always  to  keep  up  with  his  work. 
That  is^  a  young  man  named  Watts,  at  In  orf oik.  who  has  also  managed 
to  avoid  the  errors  wliich  so  many  others  nave  made.  He  is  at 
Norfolk,  and  the  officers  there  without  exception  speak  in  praise  of 
him. 

The  Chairman.  We  have  had  some  very  able  constructors  in  the 
navy. 

Secretary  Meyer.  There  is  no  doubt  about  it,  and  they  compare 
favorably  with  any  constructors  in  the  world.  But  that  does  not 
mean  that  because  he  is  a  good  constructor  he  is  a  good  manager  of 
every  part  of  a  yard.  I  do  not  want  to  let  the  committee  think  for 
a  moment  that  1  am  reflecting  on  the  constructor  as  a  constructor, 
as  I  have  no  such  intention  or  desire.  In  fact,  I  recognize  they  have 
accomplished  wonderful  results,  considering  the  system,  but  they 
have  not  the  experience  afloat  with  the  working  ship  to  keep  repairs 
down  to  an  economical  limit. 

The  Chairman.  The  education  and  the  training  at  the  Naval 
Academy  is  identically  the  same  as  to  the  future  constructor  and  the 
future  Ime  officer  to  start  with! 

Secretary  Meyer.  It  is  not  now. 

The  Chaibman.  I  am  talking  about  the  past. 

Secretary  Meyeb.  That  is  true. 

The  Chaibman.  When  they  graduate  one  ^oes  into  the  Construc- 
tion Corps  and  the  other  man  becomes  a  Ime  officer.  The  naval 
constructor  has  usually  taken  a  postgraduate  course,  has  he  not,  at 
some  institution) 

Secretary  Meyeb.  Formerly  abroad,  but  now  at  the  Institute  of 
Technology  at  Boston. 

The  Chairman.  For  how  many  years  1 

Secretary  Meyer.  One  or  two. 

The  Chairman.  Sometimes  he  has  gone  abroad  and  studied? 

Secretary  Meyer.  That  is,  not  in  addition.  He  has  gone  to 
Glasgow,  to  Paris,  or  to  Greenwich. 

Mr.  Roberts.  That  is  in  the  older  days.  They  do  not  send  any 
abroad  aow,  do  they? 

Digitized  by  VjOOQ  IC 


FBOPOSBD  BEOBOANIZATION  OF  NAVY  DBPABTMBNT,     821 

The  Chairman.  Do  they  not  do  it  now  I 

Secretary  Meter.  No,  they  do  not. 

The  Chairman.  Is  he  not  taking  a  postgraduate  course  in  engi* 
neeringi 

Secretary  Meter.  Yes;  to  some  extent.  We  are  not  only  having 
a  postgraduate  course  now  in  engineering,  but  Cone  has  ab'eady 
made  arrangements  with  the  foremost  and  most  expert  engineers  to 
come  and  give  lectures,  and  we  are  making  special  arrangements  for 
this  postgraduate  course. 

The  Chairman.  I  am  very  glad  you  are,  because  it  was  only  about 
three  or  four  years  ago  that  you  could  ^et  a  line  oflScer  to  go  down 
into  the  engine  room,  although  we  made  it  a  law  that  he  should  some 
time  ago.    They  absolutely  stayed  out  of  the  en^e  room. 

Secretary  Meter.  It  was  a  good  law,  because  it  is  an  actual  neces- 
sity. 

The  Chairman.  The  constructor  gets  a  postgraduate  course? 

Secretary  Meter.  They  are  both  on  the  same  basis  now. 

The  Chairman.  Heretofore  the  constructor  has  gotten  it,  whereas 
the  line  officer  did  not  have  it? 

Secretary  Meter.  Yes;  but  he  had  the  practical  experience. 

The  Chairman.  The  education  and  training  of  tne  constructor 
does  not  relate  simply  to  the  hull:  it  relates  to  all  kinds  of  machinery, 
does  it  not }    It  is  engineering  in  all  its  mechanical  branches,  is  it  not  ? 

Secretary  Meter.  Yes,  to  a  great  extent.  Of  course  more  on 
one  line  and  in  one  direction  than  another,  because  his  mind  must 
naturally  give  more  attention  to  the  hull  than  to  machinery,  because 
he  knows  ne  is  not  going  to  handle  machinery.  He  knows  that  the 
efficiency  of  his  work  will  be  from  results  he  accomplishes  in  the 
designing  of  vessels  and  the  repair  of  hulls  and  their  fittings. 

Mr.  Butler.  This  work  is  all  classified  in  the  big  institutes,  Mr. 
Chairman.  They  have  a  course  of  electrical  engineering  and  one  of 
steam  engineering,  one  of  construction  and  one  of  mining  engineering. 

Secretary  Meter.  I  might  bring  in  the  similarity  to  the  study  of 
language.  You  learn  a  language  when  you  are  about  2 1 ,  or  know  it  when 
you  are  21.  If  you  are  not  using  it,  and  you  take  it  up  fifteen  or 
twenty  years  after,  you  have  lost  the  power  of  expression  almost.  There 
is  no  doubt  that  these  men  get  theoretical  knowledge,  but  unless  it 
is  applied  continually,  they  can  not  be  as  expert  or  practical  as 
the  man  who  has  been  applying  it  continually. 

The  Chairman.  Constructors  nave  gone  to  sea  usually,  have  they 
not? 

Secretary  Meter.  A  few  go  for  a  hmited  time.  The  mass  of  them 
do  not  get  enough  practical  experience  to  handle  machinery  work. 

The  Chairman.  They  have  a  more  extensive  education  than  the 
line  officer  in  engineering,  because  they  have  the  benefit  of  this  post- 
graduate course;  that  is,  I  mean  they  have  had  in  the  past. 

Secretary  Meter.  I  would  not  agree  to  that. 

The  Chairman.  It  seems  so  to  me.    They  may  not  in  the  future. 

Secretary  Meter.  They  may  have  had  more  book  opportunities; 
but  give  me  a  practical  man  every  time,  who  has  had  a  good  educa- 
tion and  knows  how  to  apply  it,  and  who  knows  the  parts  of  his 
machinery  and  can  take  a  machine  all  to  pieces;  give  me  that  man 
rather  than  the  man  who  has  had  merely  a  theoretical  training. 
2138&-10 ^21 
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Then,  aeain,  the  engineer  has  this  advantage,  that  he  knows  how  to 
deal  witn  men.  1  le  has  had  the  experience  of  handUng  men,  and  I 
want  to  say  here  that  I  liave  had  considerable  complaints  from  labor 
under  the  manager  system.  1  do  noi  know  wliat  it  is  due  to,  except 
the  way  labor  lias  been  shifted  around  from  one  department  to 
another.  Mr.  Roberts  may  be  able  to  cite  some  cases  in  the  Boston 
yard,  as  he  has  had  to  come  to  me. 

The  Chairman.  The  education  of  the  line  officer  who  becomes  the 
engineer  at  the  present  time  Ls  only  what  he  sees  at  the  Naval  Academy. 

Secretary  Meyer.  The  theoretical  part,  but  the  more  important 
part  is  the  practical  handUng  of  machinery  later. 

Mr.  Thomas.  In  other  words,  it  looks  as* though  the  steam  engineer 
should  be  the  man  to  take  this  post-graduate  course. 

Secretary  Meyer.  He  is  taking  it  now.  We  have  a  course  there 
which  experts  tell  me  will  compare  with  any  course  in  any  country. 

Mr.  Butlkr.  Are  not  some  of  these  yoimg  engineers  at  the  Boston 
School  of  Technology  ? 

Secretarj'  Meyer.  I  could  not  say.     1  think  not. 

The  Chairman.  How  many  of  the  officers  in  the  fleet,  for  instance, 
who  had  actual  charge  of  the  machinoiy,  had  previous  shop  experi- 
ence in  the  navy-yards?     I  wish  you  would  put  that  in  your  hearing. 

Secrotarv  Meyer.  That  is  all  stated  in  Capps's  minority  report. 
I  say  that  because  I  have  not  committed  it  to  memory,  and  I  remem- 
ber he  brought  up  the  case, 

Mr.  Padgett.  Air.  SecTetary,  I  have  several  questions  I  would  like 
to  get  some  information  about.  \o\\  stated  a  while  ago  about  a 
number  of  the  ships  of  the  smaller  craft  that  we  were  wasting  money 
in  repairs,  etc.  Are  you  prepared  to,  or  can  you,  submit  a  list  of 
the  vessels  that  you  would  advise  shoidd  be  sold,  and  the  reasons 
wh\'? 

Secretary  Meyer.  I  am  not  prepared  to  at  the  present  moment. 
I  am  studying  that  point  and  I  have  asked  the  aid  for  inspection  to 
take  that  question  up  seriously  and  to  get  himself  prepared  to  make 
a  report  to  me  on  that  point. 

Mr,  Padgett.  Later  on? 

Secretarjr  Meyer.  Later  on.  You  see,  it  requires  a  good  deal  of 
care  and  time  to  work  that  up. 

Mr.  Padgett.  That  is  the  reason  I  asked  if  you  were  prepared  at 
this  time. 

Secretary  Meyer.  I  am  preparing  for  it. 

Mr.  Padgett.  In  xho  earlv  part  of  your  statement  to-day  you  spoke 
about  England  and  Germany:  also,  in  your  former  hearing,  on  pa^^e 
40,  you  marie  a  statement  with  reference  to  England.  You  sav:  "At 
the  head  of  engineeiing  is  a  manager,  an  engineer  rear-admiral  on  the 
active  list."  I  would  like  to  ask  if  it  is  noi  a  fact  that  this  engineer 
rear-admiral  is  not  a  seagoing  officer  and  is  not  expe^^ted  to  go  to  sea; 
if,  while  he  is  on  the  active  list  as  a  line  officer,  he  isnot  confined  to  the 
shore  and  to  that  duty  t 

Secretary  Meyer.  1  have  got  all  that  in  the  report,  which  was  given 
to  me  by  both  Admiral  Capps  and  by  AcJmiral  Rodgers.  1  wanted  to 
get  all  those  points  about  EngUsh  administration  from  both  points  of 
view,  and  they  agree;  but  to  get  it  exact  I  would  like  to  look  it  up. 

Mr.  Padgett.  You  will  put  it  in? 

Secretary  Meyer.  I  find  that  the  English  engineer  officers  are  sea- 
going officers,  and  that  in  the  last  Navy  List  it  shows  that  of  those  at 
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dockyards  they  have  been  to  sea  as  recently  as  from  two  to  four  years 
a^o.  These  are  engineer  rear-admirals;  tne  engineers  of  lower  rank 
show  more  recent  sea  service. 

Mr.  Padgett.  I  will  ask  the  same  question  a^  to  a  remark  on  page 
41:  ''The  sliipbuilding  constructors  and  machinery  constructors  are 
in  two  separate  and  mdependent  corps  (the  head"  of  each  in  BerUn 
being  a  flag  officer  of  the  Une)."  I  would  Uke  to  have  the  same 
information — ^if  both  of  those  are  not  nonseagoing  officers  and  are 
confined  to  shore  duty? 

Secretary  Meyer.  I  have  not  attempted  to  commit  to  memory  all 
those  points,  but  I  will  look  them  up.     1  will  get  the  information  later. 

Jlr.  Padgett.  That  is  what  I  wanted. 

Mr.  Roberts.  Do  you  mean  men  who  have  not  been  to  sea  in  the 
past? 

Mr.  Padgett.  While  they  are  on  the  active  list,  I  imderstand,  they 
do  not  go  to  sea. 

Secretary  Meyer.  The  controller  of  the  navy  in  England  is  a  line 
officer,  and  he  has  under  him  material,  and  material  includes,  of 
course,  hull,  machinery,  and  all  that,  in  the  same  divisions  I  have 
made. 

Mr.  Padgett.  On  page  10  of  your  former  hearing  you  refer  to  the 
division  between  construction  and  ma<:hinerj''  at  Boston,  in  which  it 
appears  that  there  is  about  an  equal  division. 

Secretary  Meyer.  Yes. 

Mr.  Padgett.  Is  not  the  Boston  j'-ard  an  exception  in  that  respect, 
and  on  the  general  division  is  it  not  about  two-thirds  in  mactunery 
and  about  one-third  hull,  under  your  programme? 

Secretary  Meyer.  I  asked  Admiral  Swift,  without  knowing  that  it 
was  an  exception — if  it  is — and  he  told  me  what  the  proportion  was 
in  the  Boston  yard.  I  can  have  that  looked  up  and  will  put  it  in. 
But  I  will  say  that  when  a  fleet  of  vessels  goes  to  the  yard  it  is  then 
greater  for  construction  than  it  is  for  machmery.     (See  appendix.) 

Mr.  Padgett.  I  will  ask  you  to  submit  the  record  of  all  the  engi- 
neers on  the  Atlantic  Fleet  that  sailed  around  the  world,  showing  tne 
experience  that  they  had  had  in  navy-yards  prior  to  going  on  this 
fleet,  so  that  we  can  see  what  experience  they  had  in  navy-yards  to 
equip  them  for  this  cruise. 

The  Chairman.  You  mean  in  the  machinery? 

Mr.  Padgett.  Yes;  in  their  engineering^:  to  know  what  experience 
the  engineers  had  in  navy-yards  prior  to  the  cruise. 

Secretary  Meyer.  Of  course  tliose  engineers,  you  must  bear  in 
mind,  were  under  the  chief  engineer,  anct  the  chief  engineer  was  the 
man  who  was  responsible,  not  the  individual  engineer.  I  will  insert 
here  a  memorandum  wliioh  Admiral  Cone  made  for  me  on  this  subject : 

In  coQsideritig  this  quwfion  of  the  prpviouB  shop  experience  of  Bpnior  engineer 
oflScere  in  the  fleet  it  is  worth  while  to  note  that  this  la  a  point  in  which  all  of  us  T'  al- 
lied we  were  deficient.  The  mf^f^tiiij^  of  ponior  enp:iaeer  otliccre  were  arranj^ed  part,ly 
in  order  that  each  of  ub  mip:ht  have  the  benefit  of  previous  experience  of  all.  These 
meetings  were  arranged  to  takt^  place  freauently,  at  least  once  in  each  pf)rt.  We  dis- 
cos ed  special  conditions,  special  methoas  of  operation  and  maintenance,  as  well  as 
Bpe  'ial  methods  of  effecting  repairs. 

In  addition  to  the  shop  experience  of  the  senior  engineer  officerH.  each  request  for 
repvirs  had  the  benefit  of  the  previous  shop  experience  of  other  officers,  many  of  whom 
had  served  at  navy-yards  or  at  shipyards. 

All  requests  for  repairs  were  carefully  gone  over  by  the  fleet  engineer. 
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Mr.  Padgett.  I  would  like  to  have  the  report  showing  the  navy- 
yard  experience  of  the  different  engineers  that  were  on  the  16  battle 
ships. 

Secretary  Meyeb.  That  we  can  do.     (See  appendix.) 

Mr.  Padgett.  In  answer  to  a  c^uestion  of  Mr.  Dawson,  as  appears 
on  page  18  of  your  former  hearing,  you  state:  *^I  do  not  know  of 
any  marked  case  except  Admiral  Bowles."  That  is  with  reference 
to  constructors  going  into  civil  establishments. 

Secretary  Meyeb.  He  is  the  most  prominent.  There  were  some 
others. 

Mr.  Padgett.  I  was  going:  to  ask  if  there  were  not  seven  in  all  who 
have  gone  out  of  the  navy  into  private  construction  yards  from  the 
construction  corps) 

Secretary  Meyeb.  I  would  have  to  ask  the  head  of  Construction 
and  Repair  on  that,  because  I  have  not  followed  it. 

Mr.  rADGETT.  I  would  like  for  you  also  to  insert  how  many  have 
gone  out  of  the  line  into  private  yards. 

Secretary  Meyeb.  I  would  answer  that  partly  in  this  way:  That 
whatever  the  result  may  be,  if  a  greater  proportion  of  constructors 
have  gone,  it  would  merely  show  that  they  were  taking  advantage 
of  the  budiness  opport.unitiea  offered  them.  I  can  not  get  anv  com- 
plete statement  of  line  officers  who  have  gone  into  civil  life,  but, 
generally  speaking,  line  officers  who  have  resigned  heretofore  have 
gone  into  executive  or  administrative  positions,  like  Schwerin  (vice- 
president  and  general  manager  of  the  Pacific  Mail  Steamship  Com- 
pany), Jungen  (manager  of  the  Southern  Pacific  Steamship  Com- 
pany), J.  W.  Miller  (general  manager  of  the  New  York,  New  Haven 
,and  Hartford  steamer  lines),  and  others.  Some  few,  like  Sprague, 
Breed,  and  McKay,  have  gone  into  mechanical  lines.  Or  those 
educated  as  engineer  officers  they  have  generallv  kept  to  mechanical 
engineering,  like  Hollis,  Durand,  Spangler,  Cooley,  and  MacFarland. 
A  number  of  younger  men  have  resigned.  I  believe,  and  they  have 
generally  gone  into  mechanical  pursuits,  out  it  seems  to  depend  on 
their  aptitude  and  the  opportunity  presented. 

Mr.  Padgett.  I  know.  1  just  want  to  get  at  the  point  as  to  what 
the  demand  was  upon  the  two. 

Secretary  Meyer.  I  can  think  of  three  cases.  There  may  be  seven. 
I  find,  on  looking  it  up,  there  were  seven  or  more,  the  most  prominent 
being  Bowles,  Hobson,  and  Nixon.  Nixon,  by  the  way,  is  a  strong 
advocate  of  my  reorganization  plan. 

Mr.  Padgett.  I  undei-stood  that  you  stated  that  one  of  the  reasons, 
or  perhaps  moving  causes, -for  taking  from  construction  and  repair 
this  superintendence,  as  under  the  Newberry  plan,  in  the  navy-yards 
was  because  they  had  too  much  work  cast  on  them  by  that;  they  had 
what  they  first  had  and  then  what  was  given  under  the  Newberry 
scheme. 

Secretary  Meyer.  Yes. 

Mr.  Padgett.  And  it  gave  them  too  large  a  scope  and  too  much 
work.  Now,  as  I  understand,  under  your  proposed  oi]^anization  the 
commandant  of  the  yard,  who  will  be  a  line  officer,  wffl  retain  all  of 
the  duties  and  labors  that  he  had  under  the  Newberry  scheme 

Secretary  Meyer.  I  claim  under  the  Newberiy  plan  he  practically 
had  none. 
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Mr.  Padgett  (continuing).  And  then  he  will  be  given,  in  addition, 
superintendence  over  the  construction  work. 

Secretary  Meyer.  I  can  answer  that  right  now,  if  you  please. 

Mr.  Padgett.  The  point  I  want  to  get  at  is  this,  will  the  same 
objection  &pplv  to  the  commandant  there  as  appUes  to  the  con- 
structor? Will  he  have  too  much  to  look  after  and  too  much  to 
engage  his  attention  in  having  all  these  duties  added  to  what  he  here- 
tofore had  ? 

Secretary  Mbyeb.  I  will  answer  that  now.  • 

Mr.  Padgett.  I  want  to  get  information  now  hj  my  questions. 
Do  not  imderstand  by  any  or  these  questions  that  I  am  conmutting 
myself  for  or  against  the  proposition. 

Secretary  Meyer.  I  understand.  I  want  to  answer  now.  Under 
the  Newberry  plan  the  commandant  was  nominally  the  head,  but 
actually,  the  way  it  worked  out,  he  was  not.  The  manager  would  be 
in  direct  correspondence  with  the  Bureau  of  Construction,  and  the 
commandants  told  me  personally  that  there  were  many  cases  where 
they  were  unaware  of  what  was  being  done.  Therefore  they  were 
nominally  the  heads,  but  when  it  came  to  the  practice  of  the  system, 
they  were  not  the  heads.  So  that  their  duties  were  very  much 
reduced  or  Umited  by  the  working  out  of  the  plan.  Under  the  pres- 
ent system  the  correspondence  goes  from  the  different  bureaus  oirect 
to  the  commandant.  Before  there  was  often  no  record  of  it,  as  far 
as  the  commandant  was  concerned,  and  he  might  be  in  the  dark, 

I'ust  as  the  Secretary  of  the  Navy  can  be  in  the  dark  as  to  what  the 
mreaus  are  doing.  My  four  aids  now  look  these  things  up  and 
keep  me  posted.  The  bureau  chiefs  under  the  law  can  give  out  an 
order,  and  it  is  the  order  of  the  Secretary  of  the  Navy,  but  the  Sec- 
retary of  the  Navy  may  know  nothing  about  it.  The  same  way  it 
was  possible  for  the  manager  in  the  yards  to  be  caring  out  things 
and  the  commandant  know  nothing  about  them.  Now  every  thing 
can  be  traced  immediately,  because  all  the  correspondence  goes 
through  the  office  of  the  commandant. 

As  regards  whether  the  commandant  will  be  overrun  with  "work, 
the  commandant  is  not  supposed  to  look  after  the  details  of  the  work, 
but  to  superintend  the  work  of  the  two  divisions  which  are  under 
the  two  managers.  The  details  of  all  the  work,  under  the  Newberry 
system,  the  manager  had  to  keep  run  of,  and  it  was  more  than  he 
could  do.  All  I  can  cite  is  that  tne  various  commandants  I  saw  told 
me  it  was  impossible,  under  the  system,  and  even  Captain  Murdock, 
who  was  very  favorable  and  had  no  prejudice  against  it,  told  me  he 
found  that  it  was  more  than  the  manager  could  do,  and  he  has  written 
me  a  letter  saying  he  believes  under  the  new  system  it  would  be  very 
much  more  efficient,  and  business  would  be  expedited.  But  the 
reason  the  commandant  will  not  be  overloaded  is  because  all  the 
details  of  the  work,  and  the  practical  part  of  it,  seeing  that  it  is 
carried  out,  will  be  done  by  two  men  under  him.  Everything  which 
refers  to  hull  will  be  done  by  the  manager  of  hull,  and  everything 
referring  to  machinery  will  oe  carried  out  by  the  manager  of  ma- 
chinery. If  a  manager  of  a  big  ship-building  association  tries  to 
carry  all  the  details,  in  these  days,  he  would  be  swamped.  If  I 
should  try  to  carry  all  the  details  I  would  be  swamped  at  once.  If 
any  commandant  should  try  to  carry  all  the  details  he  would  be 
swamped.    He  must  trust  to  the  manager  of  hull  and  the  manager  of 
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machinery  to  handle  the  detail  work  which  has  been  allotted  to  them 
and  which  they  are  capable  of  doing  under  this  system.  Therefore 
the  conmiandant  will  merely  have  to  supervise  and  take  up,  in  most 
cases,  questions  which  overlap,  or  whether  the  machinery  should 
do  the  work  first  or  the  hull,  or  some  question  of  that  character. 

The  Chairman.  As  a  matter  of  fact,  right  there,  the  commandant 
will  not  have  any  previous  experience  or  training  in  the  construction 
shops  or  in  the  machinery  department! 

Secretary  Meyer.  Why  not! 

The  Chairman.  Will  he? 

Secretary  Meter.  You  take  Admiral  Swift.  He  has  been  a  com- 
mandant. 

The  Chairman.  Swift's  is  a  special  case.  I  mean  take  the  gen- 
eral nm. 

Secretary  Meyer.  No;  Swift's  is  not  a  special  case.  Excuse  me 
for  saying;  so.  There  are  many  of  them,  but  in  the  past  they  do  not 
seem  to  have  been  picked,  ily  idea  is  to  select  men  who  have  had 
experience,  and  we  have  men  of  experience.  When  a  ship  is  being 
bmlt  line  officers  are  sent  as  inspectors  to  the  shipyard  where  it  is 
being  built,  and  they  are  also  sent  to  the  ordnance  snops  as  inspectors 
of  machinery  and  ordnance  material,  where  they  get  shop  expe- 
rience and  acquaintance  with  commercial  methods.  The  con- 
structors as  a  rule  get  the  shipyard  experience.  The  line  officers 
have  not  only  the  shop  experience,  but  tliey  have  also  the  practical 
experience  at  sea. 

Mr.  Loud.  Does  not  a  commandant  in  some  measure  correspond 
to  the  president  of  a  railroad  who  has  under  him  the  general  manager 
who  looks  after  the  details? 

Secretary  Meyer.  Exactly ;  and  you  take  the  case  of  railroads,  the 
most  successful  railroad  men  have  not  been  the  men  who  have  had 
the  training  from  the  position  of  brakeman  up. 

Mr.  Dawson.  I  thought  most  of  the  railroad  men  now  were  men 
who  had  come  up  from  track  walkers  and  things  of  that  kind. 

Mr.  Thomas.  The  most  successful  ones  I  know  were  engineers. 

Secretary  Meyer.  Perhaps  so ;  I  will  look  it  up. 

Mr.  Padgett.  I  wanted  to  ask  if  you  thought  it  was  practicable 
to  have  at  the  head  of  the  navy-yard  the  fine  officer,  whose  principal 
education  had  been  in  the  military  side — if  he  woiild  be  competent 
to  manage  successfully  the  industrial  phase  of  the  question  in  connec- 
tion with  the  military  phase. 

Secretary  Meyer.  I  think  so,  most  decidedly,  imder  a  system  such 
as  I  am  advocating.  You  must  bear  in  mind  that  the  commandant 
is  not  going  to  be  the  active  manager  of  the  hull  or  the  active  manager 
of  the  macliinery  department.  He  has  merely  got  to  be,  as  it  were, 
the  general  superintendent  to  whom  things  can  come,  if  there  is  any 
dispute.  Probably  in  99  cases  out  of  100,  or  in  the  great  majority  of 
cases,  the  work  is  purely  hull  work^  and  it  is  done  by  the  manager  of 
the  hull  department;  or  the  work  is  purely  steam  engineering  work, 
and  it  is  done  by  the  manager  of  that  department.  The  same  way  the 
president  of  a  shipbuilding  association  is  not  going  to  attend  to  the 
details  of  the  hull  part  or  the  machinery  part.  But  at  the  same  time 
I  feel  that  as  our  navy-yards  do  not  really  manufacture  they  are  not 
industrial  in  the  sense  you  mean;  and  repairs  to  fighting  ships  consti- 
tute a  combined  technical  and  military  question. 
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Mr.  Thobcas.  Then  will  the  constructor  in  the  yard  who  looks  after 
the  hulls  be  in  charge  of  the  men  and  look  after  the  work  and  see  that 
it  is  done? 

Secretary  Meyeb.  Yes ;  he  will  be  in  charge  of  the  work  and  men  in 
the  hull  shops. 

Mr.  Thomas.  And  under  steam  engineering,  the  man  at  the  head  of 
that  will  have  charge  of  the  civilians  in  the  yard  ? 

Secretary  Meyeb.  That  are  in  the  machine  shop. 

Mr.  Thomas.  In  machinery? 

Secretary  Meyeb.  Yes. 

Mr.  Gbeoo.  I  do  not  see  much  use  of  the  commandant. 

Secretary  Meyeb.  He  is  like  the  president  of  a  corporation,  with 
the  addition  of  miUtarv  authority. 

Mr.  Gbego.  I  thou<?fit  the  bureau  would  fill  that  place? 

Secretary  Meyek.  That  is  just  what  I  do  not  want. 

Mr.  Gbeoo.  Through  you,  through  the  Secretary? 

Secretary  Meyeb.  That  is  just  what  I  do  not  want,  because  we 
have  so  many  bureaus  that  contradictory  orders  would  be  given 
unless  we  have  a  common  directin<y  head  at  the  navy-yard. 

Mr.  Padgett.  Mr.  Secretary,  there  is  one  other  phase  of  the  ques- 
tion I  want  to  get  some  infoniuition  on,  that  shifts  from  the  navy-yard 
to  the  question  of  the  aids.  You  have  four  aids,  one  for  personnel, 
one  mat6riel,  one  in  the  steam  machinery. 

Secretary  Meyeb.  Not  just  steam  machinery. 

Mr.  Padgett.  It  embraces  steam  machinery. 

Secretary  Meyeb.  One  for  miUtary  operations  of  the  fleet,  one  for 
personnel,  one  for  materiel,  and  that  embraces  ordnance,  machinery, 
hull,  and  supplies  and  accounts,  and  one  for  inspections. 

Mr.  Padgett.  And  then  the  fourth  one  is  inspection?  In  those 
four  divisions  or  groups  they  will  look  over  the  matter  and  make  the 
recommendations  to  you  ? 

Secretary  Meyeb.  They  will  familiarize  themselves  and  report  to 
me. 

Mr.  Padgett.  Yes;  familiarize  themselves  with  it  and  advise  you 
in  reference  to  it,  etc.  I  wanted  to  understand  what  will  be,  if  I  may 
use  a  commercial  expression,  tlie  clearing  house  for  that  advice? 
What  will  be  your  council,  or  your  plan  for  coordinating  the  advice 
that  may  come  from  these  different  aids?  Here  is  an  aid  who  recom- 
mends one  thing  along  one  line,  here  is  another  over  here  who  recom- 
mends something  along  another  line.  What  is  your  plan  for  coordi- 
nating that  advice,  of  getting  it  into  a  clearing  house;  in  other  words, 
where  you  take  it  up? 

Secretary  Meyeb.  They  all  have  different  matters  to  keep  track 
of.  My  method  would  be  this:  In  the  first  instance,  we  will  take  a 
matter  simply  affecting  hull.  I  should  send  for  the  chief  of  the  bureau 
having  charge  of  hull,  and  get  his  expert  opinion.  If  he  convinced 
me,  that  would  be  the  end;  if  he  made  a  good  explanation,  I  should 
accept  it.  If  he  did  not  convince  me,  or  I  had  any  doubts  in  my 
mina,  and  I  wanted  more  light,  to  see  if  there  was  anotlier  side  to  the 
question,  I  should  send  for  the  aid  for  materiel  and  put  the  proposition 
up  to  him.  Then  I  should  take  into  account  what  the  bureau  chief 
had  told  me  and  what  the  aid  had  told  me,  and  would  settle  it.  If 
it  was  a  matter,  say,  dlecting  ordnance,  and  hull,  and  steam  engi- 
neering, I  would  then  tell  the  aid  to  draw  up  a  brief  for  my  informa- 
tion, just  as  the  Attorney-General  does  to-day  of  cases  that  come  up. 
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It  is  impossible  for  the  Attorney-General  to  collect  the  evidence 
together  and  the  knowledge  required  of  a  case.  In  the  same  way  it 
is  absolutely  impossible  for  a  Secretary  of  the  Navy,  a  civilian  who 
comes  in  without  expert  knowledge,  where  a  thing,  as  you  say,  affects 
several  bureaus,  to  get  information  from  disinterested  intermittent 
sources  which  will  be  responsible.  If  it  turns  out  that  the  aid  does 
not  give  good  advice,  and  it  shows  later,  that  aid  ffoes.  He  knows 
when  he  gives  advice  ne  is  going  to  be  held  responsible.  It  reflects  to 
his  discredit  if  it  is  bad.  fi  it  was  a  matter  or  very  great  importance 
affecting  nearlv  all  the  bureaus — and  I  do  not  think  of  any  such  case, 
but  there  might  be  such  a  case — then  I  should  take  it  up  with  the 
different  bureau  chiefs,  in  the  first  instance,  and  hear  every  side  of  it, 
and  then  I  should  have  the  aids  come  together  and  discuss  it.  But 
that  would  have  to  be  a  case  of  great  importance.  That  would  be 
the  method.  Those  ^ids  have  no  power  or  authority  to  sign  any- 
thing. I  have  been  signing  everytning.  Where  there  are  a  lot  of 
details  of  no  particular  importance  I  can  say  to  them,  ''Signed  by  the 
order  of  the  Secretary,"  but  I  have  not  done  that,  because  I  want  to 
familiarize  myself  with  everything  of  importance,  and  I  seem  to  be 
capable  of  signing  without  taking  too  much  time. 

Mr.  Padgett.  With  reference  to  the  extent  of  the  organization 
that  may  be  created  under  this  aid  system,  have  these  four  aids  at 
the  present  time  one  or  more  aids  or  assistants  ? 

Secretary  Meyer.  No;  only  one  has  an  aid,  and  that  is  the  aid  for 
material.  He  has  the  important  questions  of  four  bureaus  to  keep 
familiar  with,  and  he  may  be  called  upon  for  technical  knowledge. 
He  has  an  assistant.  The  others  have  none.  I  would  like  to  state 
there  that  it  is  no  additional  expense.  These  are  officers  who  have 
been  assigned  to  work,  and  they  draw  their  pay,  anyway. 

Mr.  Padgett.  I  know;  but  it  takes  them  from  their  duties. 

The  Chairman.  It  would  take  them  from  sea  duty. 

Mr.  Padgett.  That  is  what  I  say. 

Secretaiy  Meyer.  It  is  taking  five  oflScers  from  sea  duty,  and  I 
think  the  Secretary  should  be  entitled  to  have  the  benefit  of  assist- 
ants. 

Mr.  Butler.  I  think  so;  I  think  we  all  agree  to  that. 

Secretary  Meyer.  I  just  said  that  to  the  committee,  not  to  you 
individually,  Mr.  Padgett.  The  Secretary  must  detail  oflScers  to  get 
the  best  results,  by  which  I  expect  to  be  judged. 

Mr.  Padgett.  I  notice  on  page  26  you  state,  "I  think  there  are 
only  about  5  per  cent  of  officers  who  are  so-called  'staff  officers.'"  I 
had  heard  in  a  general  way  that  there  was  perhaps  33  per  cent  of  the 
officers  that  would  be  affected  by  this  arrangement  of  staff  officers. 

Secretary  Meyer.  Thirty-three  per  cent  of  the  entire  personnel  of 
the  navy? 

Mr.  Padgett.  No,  I  suppose  not;  not  of  the  entire  personnel. 

Secretary  Meyer.  Thirty-three  per  cent  of  what? 

Mr.  Padgett.  About  33  per  cent  of  the  ones  who  would  be  affected 
by  this  change. 

Secretary  Meyer.  To  whom  do  you  refer?  Who  would  be  bene- 
fited?    Thirty-three  per  cent  of  what? 

Mr.  Padgett.  That  about  33  per  cent  of  the  officers  were  staff 
officers. 

Secretary  Meyer.  My  answer  was  to  what  percentage  were  staff 
officers  of  the  entire  personnel. 
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Mr.  Padgett.  That  is,  the  entire  personnel  of  the  navy  I 

Secretary  Meteb.  As  I  understooa  it;  yes. 

Mr.  Roberts.  Is  that  a  fact,  that  33  per  cent  of  the  entire  number 
of  commissioned  officers  are  staff  officers? 

Sec];etary  Meteb.  I  should  not  have  said  so.  I  would  have  to  look 
it  up  to  state  exactly.  I  find  that  about  28  per  cent  of  commissioned 
officers  are  staff  officers,  and  about  4i  per  cent  are  naval  constructors. 

Mr.  Roberts.  I  suppose  that  would  include  the  doctors  and  civil 
engineers  and  men  wno  are  not  properly  affected  by  this  proposed 
change  anyway? 

Secretary  Meybu.  Yes;  it  would  include  them,  I  suppose. 

Mr.  Dawson.  I  have  heard  it  said  that  of  the  entire  appropriation 
for  the  navy  54  per  cent  was  spent  on  land  and  46  on  sea.  Have  you 
anything  to  say  on  that? 

Secretarv  Meyer.  I  can  put  that  in  the  report  if  you  wish  it.  (See 
Appendix.; 

Mr.  Padgett.  I  think  that  ought  to  go  in. 

The  Chairman.  I  wish  you  would  put  in  your  hearing  the  number 
of  officers  doing  shore  duty  now.     (See  Appendix.) 

Mr.  Roberts.  Mr.  Secretary,  is  there  any  other  phase  of  the  reor- 
ganization plan  that  you  wanted  to  bring  to  the  attention  of  the  com- 
mittee besides  the  department  and  the  yard  ends  of  it? 

Secretary  Meter.  1  would  like  to  have  brought  out  that  I  gave  the 
Newberry  plan  a  fair  trial. 

Mr.  Roberts.  No  other  line  of  argument? 

Secretary  Meyer.  I  would  have  to  think  of  that.  There  are  some 
matters  I  am  looking  up  which  I  would  like  to  send  to  the  committee 
later. 

Mr.  Roberts.  I  was  going  to  suggest  that  if  any  other  aspect  of  the 
situation  occurred  to  you  I  think  the  conmiittee  feel  they  would  be 
glad  to  have  you  give  it  to  them. 

(Thereupon,  at  1.20  o'clock  p.  m.,  the  committee  adjourned.) 


UNrTED  States  Navt-Yard, 
PMladelphia,  Pa.,  December  16 j  1909. 

Sm:  The  following  report  is  submitted  in  obedience  to  request  in 
Bureau  of  Yards  and  Docks  telegram  dated  December  16,  1909. 

2.  Itemized  expenditures  prior  to  July  1,  1909,  for  work  prac- 
tically all  of  which  was  performed  under  the  direction  of  the  naval 
constructor  manager,  is  appended,  marked  ''B.''  No  "indirect" 
charges  are  included  in  this  statement,  as  such  charges  were  not 
assessed  at  that  time.  Results  from  tlie  above  expenditures  con- 
sisted principally  of  the  following: 

(a)  Purchase  of  material  for  forms  and  practically  all  materials  required  for  the 
complete  constructions,  except  cement  for  the  300  and  600  yard  butts  and  for  the 
marker's  shelter. 

(b)  Laving  a  railroad  track  from  the  *'camp"  buildings  to  the  300-yard  butt. 
Ic)  Driving  piles  for  200  and  300  and  600  yard  butts  and  for  marker's  shelter. 
(J)  Framing  of  certain  forms  for  use  in  construction  of  all  butts. 

U)  Construction  of  200-yard  butt,  complete. 

(j)  Excavation  for  300-yard  butt  and  placing  concrete  for  lower  part  of  aame,  and 
casting  a  few  slabs. 
(g)  Labor  framing  certain  forms  which  were  utilized  for  all  butts. 


Digitized  by  VjOOQ  IC 


330  PBOPOSBD  BEOBGANIZATIOK   OP  NAVY  DEPABTMBKT. 

3.  Itemized  expenditures  subsequent  to  July  1,  1909,  for  com- 
pletion of  the  work  performed  under  the  direction  of  the  civil  engi- 
neer by  the  department's  instructions,  at  co?t  not  to  exceed  $9,339.51, 
are  appended  marked  *'A"  and  "C."  This  portion  of  the  work  is 
well  advanced  and,  weather  permitting,  will  probably  be  completed 
by  December  31,  1909.  The  work  performed  consists  essentially 
of  the  following  parts: 

(d)  Extending  track  to  600-yard  butt. 

(b)  Completine  300-yard  butt— finished  except  placing  a  few  face  boards,  some 
sand  filling  with  loam  covering?,  and  a  little  toucning  up. 

(c)  Constructing  600-yard  bii  It— finished  except  placing  about  one-flixth  of  the 
slabs  and  the  facing  and  filling. 

(d)  Constructing  marker's  shelter— about  75  per  cent  finished. 
{e)  Clearing  site. 

The  difficult  parts  of  the  work  are  practicallj  finished,  the  imcom- 
pleted  parts  being  those  least  affected  by  freezmg  weather  and  which 
will  be  performed  very  lar^ijely  by  common  labor.  Attention  is 
invited  to  the  amounts  and  character  of  the  indirect  charges  assessed 
against  the  work  since  July  1  as  given  in  Appendix  A,  the  justice 
01  which  seems  very  questionable. 

4.  The  bureau's  telegram  requests  comparison  of  results  obtained 
by  the  mana<^er  and  by  the  civil  engineer.  For  this  purpose  cost  of 
materials  will  be  eliminated  and  actual  direct  costs  for  labor  per 
linear  foot  of  butt  for  the  200-yard  butt  as  consti-ucted  by  the  naval 
constructor  will  be  coni])ared  with  similar  costs  for  the  300  and  600 
yard  butts  as  constructed  by  the  civil  engineer  (both  exclusive  of  sup- 
porting piles,  as  all  piles  were  driven  prior  to  July  1).  The  segrega- 
tion of  expenditures  on  the  two  parts  of  the  work  are  shown  on  Ap- 
pendixes, B  and  C  for  the  two  respective  parts,  great  care  having 
Deen  taken  to  apply  proper  credits  and  debits  in  order  to  place  the 
costs  on  a  perfectly  fair  and  equitable  basis.  As  result  of  this  com- 
parison it  appearsthat  identical  work  performed  by  the  naval  con- 
structor and  Dy  the  civil  engineer  costs: 

Per  foot 

By  the  naval  conhtructor $68.36 

By  the  civil  engineer 27. 04 

Attention  is  invited  to  the  fact  that  work  authorized  by  the  de- 

Eartmenl  to  be  perfomied  by  the  civil  engineer  at  cost  not  to  exceed 
is  estimate  of  S9,339.51  will  unquestionably  be  completed  well 
within  the  amount,  probaljly  at  a  cost  of  $8,163.64,  including  what 
he  considers  very  unreasonable  indirect  charges.  Attention  is  further 
invited  to  the  fiict  that  after  advertisement  the  lowest  bid  obtained 
from  contractors  was  816,890,  thus  showing  a  saving  to«the  Govern- 
ment of  over  $8,090  as  result  of  utilizing  yard  forces  directed  by 
naval  ofTicers  specially  qualified  in  civil  engineering  work  and  for 
such  service. 

Very  respectfully,  H.  R.  Stanford, 

CivU  Engineer,  U.  S.  Navy. 
The  Bureau  of  Yards  and  Docks, 

Nai>y  Department,  Washinqtonj  D.  0. 
(Through  the  Commandant  and  the  Captain  of  Yard.) 
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Appendix  A. 

SUdement  o/amounti  erpenfied  during  the  present  fiscal  year  and  estimated  amounts  to  com" 
plete  rifle  butts  and  marker* s  shelter^  work  authorised  by  departmenVs  indorsement  No, 
t65iS-16:l,  dated  September  3,  1909. 

AMOUNTS  EXPENDED. 


Labor. 

Material. 

Total. 

8ept6mb6r,1909: 

Diract 

1791.98 
40S.98 

1,834.83 
419.51 

1,562.61 
244.  f.l 
724-92 

S244.89 
59.66 

659.36 
79.49 

374.56 
104.21 
124.03 

11,036.87 
468.64 

Indirect 

October,  1909: 

Direct 

2,404.19 
499.00 

Indirect 

November.  1909: 

Direct. 

1,937.17 
348.82 

Indirect 

Pecwnbw,  rx>  IMh  in^^lnHve .  dlrm^t ... 

848.95 

5,987.44 

1,646.20 

7,633.64 

Indirect  cost  for  Dei'ember  not  yet  assesHed. 

Estimated  amount  to  complete. 

Direct  labor $480 

Direct  material 50 


530 

Note. — ^The  indirect  charges  as  noted  above  for  both  material  and  labor  are  amounts 
debited  by  the  accounting  office. 


Appendix  B. 

Analysis  of  expenditures  on  rifle  range  prior  to  July  1,  1909, 

Work  performed  (almost  entirely  under  manager,  naval  constructor^  subsequent  to 
Feb.  1,  1909).  Segregation  of  amounts  compiled  from  records  in  this  office  as  sub- 
mitted during  progress  of  work  by  manager  and  with  assistance  of  W.  C.  Otis,  who 
was  cmploved  m  the  manager's  office  as  expert  aid  (civil  engineer),  from  his  personal 
and  official  records. 

Material  (for  use  in  entire  work) $5,048.72 

Labor: 

Drafting,  office $21 6. 01 

Inspection  of  material 62.  40 

Field  engineering 38.  70 

Handling  material  and  blacksmith  work 75  00 

Two  holidays 133.  GO 

Driving  piles 1, 284.  80 

Work  on  railroad  track 348.  68 

Framing  forms,  part  chargeable  to  200  yard  butt lo2.  00 

Framing  forms,  part  chargeable  to  300  and  000  yard  butts 3  !S  00 

Excavation  work,  300-yard  butt '. (»37.  87 

Placing  concrete,  330-yard  butt 2 14  00 

Superintendence 522.  51 

Actual  construction  labor,  200-yard  butt 5,  742.  38 

9,775.95 

Total 14,824.67 

Coet  of  construction  labor  200-yard  butt  per  linear  foot  (^^  of  $5,742.38) 68. 36 
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Appendix  C. 

Detailed  etatemerU  of  actual  expenditvree  eubeequent  to  July  1,  1909,  for  eompleUon  of 
SOO  and  600  yard  rifle  butts  and  marker* $  shelter. 

Work  will  probably  be  completed  January  1, 1910,  weather  permitting,  and  probable 
expenditures  to  complete  the  work  are  estimated.    (See  Appendix  A.) 

Material: 

To  date $1,402.84 

To  complete 60.00 

Total 1,452.84 

Labor: 

Work  on  railroad  track  (to  date) 480.46 

Work  on  railroad  track  (to  complete) 40.00 

Work  on  marker's  shelter  ( to  date) 328. 83 

Work  on  marker's  shelter  (to  complete) 204.49 

Work  on  300  and  600  yard  butts— 

To  date 4,105.05 

To  complete 236.51 

Total 5,394.34 

Total  labor  as  above  on  300  and  600  yard  butts 4, 340. 56 

Labor  expended  on  300-yard  butt  prior  to  July  1,  1909,  as  per  Appendix  B: 

Excavation , 637. 87 

Concrete 214.00 

6, 192. 43 

Total  actual  cost  of  construction  and  labor  on  300  and  600  yard  butts 5, 192. 43 

Cost  of  construction  labor  on  300  and  600  yard  butts  (including  labor  prior  to 

July  1  on  300-yard  butt)  per  linear  loot  (^i,  of  $5,192.43) 27.04 


[No.  2021.— Second  Indorsement.] 

UNrTBD  States  Navy- Yard, 
Philadelphia,  Pa.,  December  26,  2909. 
Respectfully  returned  to  the  commandant. 
The  expenditures  on  rifle  butts  to  date  are  as  follows: 

From  July,  1908,  to  January  31,  1909,  labor  and  material $362.89 

From  February  1,  1909,  to  June  30,  1909,  labor  and  material 14,471.78 

From  September  1,  1909,  to  Decmber  14,  1909,  labor  and  material 7,619.44 

From  December  15,  1909,  to  December  16,  1909,  labor  and  material  (esti- 
mated)   98.40 

Indirect  charges  for  month  of  December  (estimated) 170. 00 

Total  labor  and  material  to  date 22,712.51 

Credit  for  returned  material  for  month  of  December,  1909  (empty  cement 
bags) 35.00 

Net  total  labor  and  material  to  date 22, 677. 51 

H.  M.  Glba^on, 
Naval  Constructor,  U.  S.  Navy,  A^ng  Construction  Officer. 
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Bidt  for  eompUtion  of  rifie  butts  and  marken*  ihelUr^  navy-yard,  Philadelphia,  Pa., 

opened  August  £8,  1909. 

ThomaB  A  Watkiiu,  140  Laurel  street,  Woodbury,  N.  J $24,900 

Latta  A  Teny  Coimtructioii  Company,  1319  Pennaylvania  Building,  Phila- 
delphia, Pa 19,480 

Jamee  H.  Stitzer,  jr.,  1201  Chestnut  street,  Philadelphia,  Pa 34, 975 

Edwazd  Fay  A  Son,  1521  Ranstead  street,  Philadelphia,  Pa 16,890 

ALL  BIDS  RXJSCTBD. 

September  3,  1909,  department  authorized  construction  by  ^rard  labor,  under  the 
direction  and  supervision  of  Civil  Engineer  Stanford  at  his  estimated  cost  of  not  to 
exceed  $9,339.51. 

Report  of  work  dated  November  12, 1909,  shows  work  was  42  per  cent  completed. 


Navy-yard,  Bostonr^ummary. 

Two  torpedo  air  compressors,  removed  from  the  U.  8.  8.  Missouri,  were  surveyed 
and  recommended  to  be  reiMured  and  reserved  for  use  at  the  Hingham  magazine,  at 
estimated  cost  of  $550. 

(Memorandum. — ^These  compressors,  being  of  small  capacity  and  high  pressure, 
were  not  at  all  suitable  for  use  in  operating  pneumatic  tools,  the  only  use  to  which 
they  could  have  been  put  at  Hingluun.) 

2.  A  small  amount  of  work  was  done  prior  to  February  1,  1909  (at  a  cost  of  $14.50). 
After  that  date  the  work  was  taken  up  by  the  manufacturing  department. 

3.  On  May  15,  1909,  the  chaiges  recorded  against  this  job  amounted  to  $2,276.12. 
and  it  was  estimated  to  be  six-tenths  completed;  an  estimate  of  $187  was  submittea 
for  the  completion  of  the  work,  exclusive  of  cost  of  repairs  necessary  as  a  result  of  a 
shop  accident. 

4.  At  the  instance  of  the  Chief  of  the  Bureau  of  Ordnance  work  was  suspended 
pending  an  investi^tion  of  the  apparently  excessive  cost  of  work  already  performed. 

5.  On  investigation  it  was  found  that  $1,217.92  had  been  incorrectly  charsed  to 
this  work,  this  sum  being  the  pay  of  three  (3)  draftsmen  for  three  months  during 
which  time  they  had  not  been  employed  on  this  job. 

6.  The  remaining  cost  was  $1,058.20,  made  up  thus: 

Labor,  direct $670.26 

Labor,  indirect 260.63 

$830.89 

Material,  direct 127.41 

Material,  indirect 99.90 

227. 31 

Total 1,058.20 

The  indirect  charges  were,  approximately,  46  per  cent  for  labor  and  78  per  cent 
for  material. 

7.  As  this  cost  was  far  in  excess  of  the  estimate  (more  than  double  if  the  estimate 
of  $187  to  complete  be  added),  further  investigation  was  made,  from  which  it  appeared 
that  there  had  been  a  certain  amount  of  confusion  and  irregular  practice  in  tae  mat- 
ter of  calculating  indirect  charges.  Had  a  uniform  system  been  followed  in  strict 
accordance  with  regulations  the  total  cost  of  the  work  done  would  have  been  $911.52 
instead  of  $1,058.20. 

8.  In  the  coiuve  of  the  investigation  of  this  matter  it  was  learned  that  ingot  copper 
to  the  value  of  $107  had  been  stubbed  out  of  store  on  the  job  (740  pounds),  while  the 
total  metal  used  amounted  to  387  pounds  of  white  metal  and  composition,  value  $107. 
This  discovered  an  irregular  practice  in  the  foundry  of  using  scrap  or  stock  already 
drawn  and  covering  it  by  stubbing  out  other  metal  stock.  In  this  case  the  value  m 
stock  stubbed  out  was  the  same  as  tnat  of  stock  used,  but  the  transaction  was  irregular, 
and  exahiination  of  the  stub  requisitions  gave  a  false  idea  of  the  kind  and  quantity 
of  stock  used  in  the  job. 

9.  It  is  apparent  that  had  no  investigation  in  this  matter  been  made  this  particular 
job  woidd  nave  been  charged  at  about  $2,500  instead  of  slightly  more  than  $900,  its 
tmocotU 
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Case  of  e$Hmate  for  turntable  for  planing  propeller  bladee,  League  hland  Navff-  Yard. 

Thifl  work,  as  well  as  all  other  work  on  shop  tools,  comes  strictly  under  the  manager 
by  the  present  system;  the  inspector  has  nothing  to  do  with  such  work. 

The  estimated  price  of  the  manager  for  this  addition  to  the  planer  bed  for  planing 
propeller  blades  was  as  follows: 

Labor $400.00 

Material 1 50. 00 

Total 1...        550.00 

Amount  expended  up  to  November  15, 1909  (finished  and  in  uae): 

Labor * 2,003.19 

Material 19L47 

Total 2,194.66 

(See  Monthly  Summary  of  Job  Orders — Steam  Engineering — for  September,  1909.) 


At  the  Mare  Island  Navy- Yard,  when  the  consolidation  went  into  efifect,  the  man- 
ager removed  material  from  all  steam  engineering  shops  and  transferred  it  to  the 
dump  or  the  storehouse.  In  one  case  about  |1,500  wortn  of  floor  plates  were  sent  to 
the  storehouse,  but  the  general  storekeeper  would  not  receive  them  because  the 
edges  were  rusty,  and  so  the  manager's  department  forthwith  sent  them  to  the  dump. 

(From  testimony  before  a  court  of  inauiry  at  Mare  Island.) 

The  manager  at  Mare  Island  had  orders  to  make  screw  propellers  for  the  torpedo 
boats  Davis  and  Fox.  The  attempts  to  get  a  satisfactory  mixture  of  manganese  bronze 
were  unsuccessful,  so  he  decidea  to  make  them  out  of  ordinary  navy  composition. 
He  made  five  of  these  propellers,  which  upon  investigation  were  founa  to  be  of  such 
inferior  quality  that  four  of  them  had  to  be  sent  to  the  scrap  heap.  Had  test  speci- 
mens been  taken  from  the  first  one  cast  the  unsuitability  of  the  material  would  nave 
been  apparent  at  once  and  the  Government  would  have  been  saved  upward  of  $1,000. 
(Official  record.) 


Memorandum  for  the  Secretary  of  the  Navy. 

Department  of  the  Navt, 
Bureau  of  Steam  Enoinbbrino, 

Washington,  D.  C. 
Examples  of  the  increased  cost  of  work  under  the  management  of  the  naval  con- 
structor are  cited  below: 

1.  The  estimate  in  April,  1909,  for  rebabbittiog  the  crankpin,  crosshead  and  eccen- 
tric brasses  of  the  West  Virginia  at  Mare  Island  was  $10,350.  The  estimate  for  identical 
work  on  the  engines  of  the  Tennessee  in  1907  at  another  yard  was  $5,500.  As  the 
machinery  is  identical,  the  increased  cost  was  88  per  cent  under  the  manager  system. 

2.  At  Philadelphia,  during  July,  1909,  the  "indlirect"  charges  were  actually  greater 
than  the  cost  of  the  work  done.  In  August  they  were  equal.  The  figures  are  given 
below  compared  with  those  for  the  correspondini*  moTiths  of  1908.  It  will  be  noted 
that  in  July,  1909,  it  cost  ?G,7 15.39  to  do  $5, 513. 6b  worth  of  work,  and  that  practiadly 
three  times  as  much  work  was  done  in  1908  as  in  1909  for  the  same  'indirect"  chazge. 


Expended  for  direct  labor. 

Indirect  chaii*os 

Indirect  per  cent  of  direct.. 


July,  1909. 


S5.613.65 

$6,745.39 

122 


July,  1908. 


SIR.  337. 62 

16,661.86 

40 


'^ 


812,832.50 

812,832.50 

100 


ingosl 
1006. 


ft, 


813,297.82 

87,272.43 

64.7 
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3.  The  estimatew  of  the  Mare  Island  yard  for  repairin;^  the  machinery  of  the  Glacier 
were  |6,443.  The  actual  cost  of  it  was  $14,431 .08,  or  two  and  one-fourth  times  as  mudi 
as  the  estimate. 

4.  At  die  same  yard  the  estimates  for  the  Saturn  were  $1,283;  the  cost  was  $4,186.53. 
On  the  Active  the  work  cost  $1,563.54  insti^d  of  $951. 

5.  On  the  BV^f  Virginia^  where  the  department  told  the  yard  that  the  estimatea 
were  considered  excessive,  the  cost  exceeded  those  Cbtimat^s  by  $5,657.83,  and  by 
$13,583.83  if  allowance  be  made  for  one  estimate  of  $8,000,  the  work  for  which  was 
performed  in  a  manner  recommended  by  the  inspector  of  machinery  at  a  cost  of 
$874. 

Considerable  expense  has  been  due  to  inexperience  and  lack  of  knowledge  of  engi- 
neering work  on  the  part  of  the  managers.    Some  examples  are: 

6.  Permanent  joints  were  broken  on  the  boilers  of  the  Prchle  at  Mare  Island,  not 
because  this  work  was  necessary,  but  becau^  of  a  desire  to  see  what  the  joints  looked 
like. 

7.  At  the  aame  yard  condenser  tubes  valued  at  about  $4,000  were  melted  up  as 
■crap,  and  the  manager  was  unable  to  fix  the  responsibility  for  this  waste. 

8.  Again  at  Mare  Island  floor  plates  to  the  value  of  $1,500  were  thrown  on  the  dump 
because  their  edges  were  rusty,  on  account  of  which  the  general  storekeeper  would 
not  receive  them. 

9.  Mare  Island  had  orders  to  make  five  screw  propellers  for  the  Dains  and  Fox. 
None  of  the  test  pieces  were  pulled  until  all  the  screws  had  been  cast,  and  then  it 
was  found  that  the  metal  was  of  such  inferior  quality  as  to  be  fit  only  for  the  scrap 
heap.  Had  the  test  piece  from  the  first  screw  cast  been  pulled,  the  poor  quality  of 
the  material  would  have  been  known  and  a  needless  expenditure  of  $1,000  avoided. 

As  illustrating  the  unfamiliarity  of  the  naval  constructors  with  engineering  work 
may  be  cited  the  following: 

10.  The  machinery  of  tne  Florida  is  building  at  the  New  York  Navy- Yard.  Six 
months  after  work  was  authorized  the  manager  reported  that  it  would  not  be  possible 
to  complete  the  castings  for  the  turbine  casings  in  time,  and  recommended  that  they 
be  obtained  by  purchase.  The  inspector  of  machinery  reported  that  no  serious  effort 
had  been  made  to  get  out  the  patterns,  and  that,  in  his  opinion,  the  castings  could 
be  made  in  the  yard.  The  department  a<:cordingly  disapproved  the  recommendation 
of  the  mana^r  and  subsequently  transferred  the  direction  of  this  work  to  the  inspec- 
tor of  machinery,  under  whom  the  manufacture  of  these  castings  is  progressing  sat- 
isfactorily. 

The  cost  involved  in  the  work  which  the  mamiger  recommended  be  given  Cramp  & 
Sons  was  $43,700  on  a  modified  desigr  the  estimate  of  the  inspector  of  machinery 
for  doing  it  at  New  York  on  the  original  but  more  expensive  design  is  $8,000  less. 

11.  A  very  simple  job  came  up  at  Mare  Island  for  making  a  new  drum  for  one  of 
the  boilers  of  the  torpedo  boat  Farragvt.  The  work  involved  no  complication  what- 
ever, and  was  such  as  any  boiler  shop  should  have  been  able  to  handle  with  ease;  but 
after  consuming  eighteen  days  witnout  doine  any  work  at  the  yard,  the  manager 
recommended  tnat  the  drum  be  purchased.  Had  he  been  at  all  experienced  in  boiler 
work,  he  would  have  procured  the  material  and  proceeded  with  the  work  without 
delay. 

The  following  will  illustrate  the  facility  with  which  funds  appropriated  for  specific 
purposes  could  be  diverted  by  the  manager  to  other  uses. 

12.  In  March,  1909,  the  Bureau  of  Steam  Engineering  directed  the  navy-yards  to 
withhold  annual  leave  during  the  remainder  of  the  fiscal  year.  The  manager  at  Puget 
Sound  replied  that  it  was  not  practicable  to  charge  leave  to  a  particular  appropriation, 
but  that,  if  desired,  "the  amount  which  would  ordinarily  be  prorated  to  'Steam 
machinery,  1909'  could  be  charged  to  'Construction  and  repair,  1909,'  an  account 
being  kept  of  the  leave  so  charged  and  an  additional  charge  made  to  '  Steam  ma- 
chinery, 1910,*  relieving  to  that  extent  'Construction  and  repair,  1910.*"  In  other 
words,  me  manager  was  prepared  to  make  an  incorr.^ct  return  of  expenditures. 

H.I.  Cone, 
Engineer  in  Chief,  U.  S.  Navy^  Chief  of  Buretnu 
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Statement  showing  original  eoit,  date  of  completion,  and  total  rtpairt  eincB  eompledon 

of  certain  vesuU, 


VeaseL 


Origliial  ooit. 


Total  repalii 
toJi]ne3(M809. 


Date  of 
oompleUoo. 


Annapolia 

Bennington... 

Baltimore 

Boston 

Oaatine 

Gonoord 

Detroit 

Indiana. 

Maasachoaetts 
Marblehead... 
Montgomery.. 

NaahTlUe 

Newark 

Wheeling..... 
Yorktown.... 


•278, 

678, 

1,»4, 

668, 

610, 

666, 

1,004, 

6,333, 

6,401, 

1,061, 

1,050, 

476, 

1.430. 

266, 

648, 


131.62 
806.37 
483.94 
971.36 
878.13 
366.91 
711.66 
708.05 
844.97 
426.30 
933.64 
722.06 
382.20 
069.19 
906.61 


1270,637.31 

493,316.81 

1,316,666.77 

997,209.37 

427,772.11 

661,871.91 

448,806.66 

1,853.460.02 

1,866,773.94 

692,068.35 

726,289.97 

876,664.62 

968,949.36 

231,192.89 

625,622.88 


May 

i& 
Dec. 

Jan. 

July 
Nov. 
Jane 
Jan. 
Mar. 
June 
Jan. 
Aug. 
Mar. 


18,1807 

7,1891 
27,1889 
23.1885 
18,1893 

6,1891 
18,1803 
19.1895 
10,1896 

8,1894 

6,1894 
25,1897 
31,1891 

6,1897 
23,1880 


Cott  of  repairs  to  naval  vessels  dialing  fiscal  years  1908  and  1909, 


1009. 


Battleships 

Armored  cruisers. 

Cruisers: 

First  class 

Second  class 

Boout  cruisers 

Torpedo-boat  destroyers. 

Monitors 

Torpedo  boats 

Submarine  torpedo  boats 

Transporta 

Supply  ships 

Hospital  ships 

AuxiUaries  (colliers) 

BecelTin?  ships 

Other  vessels 

Total 


82,341,034.64 
872,016.05 

01,138.16 

00,071.86 

767.20 

333,258.45 

146,310.73 

255,492.07 

27,243.50 

130,217.67 

07,011.60 

33,104.21 

236,503.27 

41,787.62 

474,661.14 


82,666,060.33 
612,806.41 

880,004.80 
61,041.60 
00.303.43 
826,074.77 
147,184.23 
244,858.07 
95.808.42 
101,050.70 
153,012.72 
50.026.90 
107,628.62 
38,318.61 
664,360.06 


4,681,317.07 


6,040,627.37 


According  Uf  the  annual  reports  of  the  Paymaster-General  the  total  expensee  for 
repairs  and  changes  to  engines,  boilers,  and  auxiliary  machinery  on  24  battle  ships 
during  the  last  fiscal  year  was  $382, 641 .86.  On  1 1  armored  cruisers  there  was  expended 
for  the  same  puri>08es  $110,432.65.  On  10  monitors  there  was  expended  $43,820.19. 
On  protected  cruisers  there  was  expended  $329,643.03.  On  scouts,  $23,052.77.  On 
gunboats,  $111,264.13.  On  torpedo  craft,  including  torpedo  boats,  destrovere,  and 
submarines,  $344,461.32.  There  was  expended  for  repairs  on  3  battle  ships  and  1 
armored  cruiser  undergoing  extensive  overhauling,  $306,197.83.  The  total  of  the 
foregoing  enumerated  expenditures  is  $1,651,513.78.  The  other  expenses  of  the 
bureau  for  repairs  were  for  unarmored  steel  vessels  or  sailing  ships,  tugs,  wooden 
vessels  unfit  for  sea,  iron  and  wooden  steam  vessels  of  no  military  value,  auxiliary 
cruisers,  converted  yachts,  colliers,  transports,  and  supply  ships,  hospital  ships,  and 
receiving  ships,  and  vessels  assigned  to  naval  militia.  The  total  expenditures  under 
the  Bureau  of  Steam  Engineering  for  repairs  of  machinery  and  boilers  of  navsd  vessels 
were  $2,503,261.44.  This  indicates  the  amount  that  has  been  expended  on  naval 
vessels  of  little  or  no  value. 
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■XFBNDITUBXB  ON  BROBB. 

At  navy-yards  and  stations: 

Repairs  to  ships  not  in  commission |1, 898, 57L  81 

New  biiildiiigs  (including  hospitals  and  magazines),  dry  docks, 
construction  plants,  and  additions  and  improvements  to  real 

estate  and  chattels 4,597,394.84 

Additions  to,  and  improvements  of,  machinery  plants 1, 785, 730. 22 

General  maintenance,  including  pay  of  officers  and  enlisted  men 
at  shore  stations,  the  clerical  force,  repairs  to  buildings,  grounds, 
docks,  machinery  and  construction  plants,  roads,  and  other 

real  estate  and  chattels 11, 747, 046. 27 

Experiments 412, 575. 92 

Pay  of  employees  on  leave  and  for  holidays  and  disability 1, 527, 523. 07 

Books,  blanks,  stationery,  advertisements,  freight,  transporta- 
tion of  men  and  mileage,  outfits  on  first  enlistment,  and  other 

incidental  exnensee 4, 528, 497. 14 

Repairs  to  supplies  in  store 11, 305. 52 

At  naval  training  stations: 

Rei)air8  to  station  ships 3, 835. 96 

New  buildings  (including  hoepitab),  an4  additions  and  improve- 
ments to  real  estate  and  chattels 1, 273, 570. 98 

Additions  to,  and  improvements  of,  machinery  plants 6, 198. 14 

General  maintenance,  including  pay  of  officers  and  enlisted  men, 

repairs,  etc 353,892.00 

Pay  for  leave  and  holidays 5, 578. 97 

At  coaline  stations: 

New  buildings,  land,  etc 193,973.63 

General  maintenance,  pay  of  employees,  repairs,  etc 179, 869. 61 

At  Naval  Academy: 

New  buildings,  and  additions  to  real  estate  and  chattels 361, 963. 66 

Machinery  plant 10, 442. 56 

General  maintenance,  including  pay  of  officers,  professors,  and 

other  employees 1, 451, 981. 17 

At  Naval  Home: 

General  maintenance 115, 722. 47 

Pay  of  officers  on  retired  list,  on  leave,  waiting  orders,  or  special  duty.      4, 307, 480. 24 

Conversion  account,  labor 4, 408, 361. 34 

Increase  during  year  in  Title  "X,"  supplies  in  store 4, 149, 859. 99 

Total  expenditures,  excluding  cost  of  construction  of  new 

vessels 42,821,375.01 

Construction  of  new  vessels 20, 109, 057. 59 

Total 62,930,432.60 

BXPENDrrURES  AFLOAT. 

Cost  of  commission  of  ships,  including  pay  of  officers  and  men $37, 090, 350. 49 

Cost  of  repairs  to  ships  in  commission 6, 040, 527. 37 

Naval  militia 265,184.72 

Fish  Commission 84, 779. 97 

Increase  during  year  in  Titles  "B "  and  " Y,"  supplies  on  ships 6, 835, 198. 47 

Total :    50,316,041.02 

E.  6.  Rogers, 
Paymaster-General^  U,  8.  Navy, 

As  itemized  above:  Expenditures  on  shore,  55  per  cent;  expenditures  afloat,  45 
per  cent. 


EXPERIENCE  OP  CHIEP  ENGINEERS  OP  ATLANTIC  PLEET. 

The  navy-yard  an(W)ther  experience  of  the  chief  engineers  of  the  Atlantic  Fleet,  who 
were  on  board  the  baitle  ships  during  its  cruise  around  the  world,  was  as  follows: 

Commander  Hig^ins  had  two  years  and  two  months  at  navy-vards  and  two  vears 
and  eight  months  inspection  duty  with  machinery,  or  a  total  of  four  years  and  ten 
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months;  Gommander  Mc Alpine  had  a  total  of  eight  yean  and  eight  months'  navy-yard 
experience;  Lieutenant-Commander  Cone,  who  was  the  fleet  engineer  the  latter  part 
of  the  cruise,  had  five  months'  navy-yard  experience  and  one  year  and  nine  months 
in  the  machine  shops  at  the  torpedo  station  at  Newport,  together  with  six  months' 
duty  at  a  shipyard,  making  a  total  of  two  years  and  eight  months  practical  shop  expe- 
rience; Lientenant-Commander  Lyon  had  one  year  and  one  month  at  navy-yards  and 
aix  months  at  a  shipyard;  Lieutenant-Commander  Bennett  had  three  years  and  one 
month  navy-3rard  experience  and  f<cven  months'  duty  at  a  shipyard,'  or  a  total  of 
three  years  and  eight  months;  Lieutenants  Allen,  Baldwin,  Major,  Thomas,  and  Norris 
had  from  four  to  seven  months  each  at  navy-yards>,  except  Lieutenant  Thomas,  who 
had  altogether  one  year  and  eight  months  m  the  shop?  at  the  torpedo  station  and  a 
brief  penod  at  a  navy-yard.  Lieutenant  Norris,  had  m  addition  to  four  months  at  a 
navy-yard,  one  year  and  one  month  at  inspection  duty.  Lieutenant-Commander 
De  Lany  had  about  two  months  at  the  torpedo  station  and  one  year  and  eleven  months 
on  inspection  duty,  amounting  in  all  to  two  years  and  one  month. 

The  other  officers  who  wore  chief  engineers  at  one  time  or  another  during  the  cruise 
of  the  fleet,  numbering  13  in  all,  did  not  have  any  navy-yard  experience  at  all,  though 
of  this  number,  six  had  varying  amounts  of  duty  and  experience  at  shipyards  and 
inspection  duty  involving  acquaintance  with  shop  methods. 

LABOR  AT  NAVY-YARDS  IN  HULL  AND  MACHINERY  DIVISIONS. 

At  the  Boston  Navy- Yard  on  December  17  last^  as  I  stated  in  my  previous  hearing, 
the  total  unclas^fied  force  was  1,600  men,  of  which  880  were  in  the  machinery  divi- 
sion and  720  were  in  the  hull  division.  The  commandant  at  Boston  states  that  with 
the  fleet  under  repair  the  percentage  in  the  hull  division  would  be  greater. 

At  the  Norfolk  Navy- Yard  on  January  10  the  number  of  men  in  the  hull  division 
was  1,401  and  in  the  machinery  di virion  the  number  was  1,280.  This  represents  the 
actual  shop  labor.  If  the  clerical,  inspection,  and  drafting  force  is  included,  the 
number  for  hull  division  is  1,440  and  for  machinery  1,326. 

At  New  York  Navy- Yard  on  January  11  the  outside  force  or  shop  labor  in  hull 
division  was  2,361  and  in  machinery  division  was  1,121.  The  clerks,  draftsmen,  and 
messengers  in  the  hull  division  are  137  and  in  machinery  division  75.  Of  the  hull- 
division  men  74  are  assigned  under  the  captain  of  the  yard  for  duty  with  the  yard- 
master  and  for  the  cleaning-up  gang. 

The  preponderance  in  the  hull  division  at  New  York  Navy-Yard  is  mainly  due  to 
the  building  of  the  battle  ship  Florida. 

At  the  Philadelphia  Navy-Yard  on  January  10  the  number  of  men  in  the  hull  divi- 
sion was  926,  while  in  the  machinory  divi.^ion  it  was  674. 

The  following  summary  will  show  the  number  of  men  in  the  machinery  and  hull 
divisions,  rcj^pcctively,  on  the  date?  jjivcn,  at  the  different  navy-yards  stated.  I  asked 
for  telegraphic  reports  from  the  nearest  navy- yards,  and  they  show  generally  that  the 
number  of  men  in  the  hull  division  is  greater,  and  possibly  that  it  always  will  be. 


Navy-yard. 

Date. 

Hull 
division. 

Machinery 
division. 

Boston 

Dec.   17,1909 
Jan.    10,1910 
Jan    11. 1910 
Jan.    10,1910 

720 
1,440 
2,498 

926 

880 

Norfolk 

1,336 

1,196 

674 

New  York 

PhlJadHphl^ 

OFFICERS   ON   SHORE   DUTY. 

On  January  12, 1910,  of  a  total  of  2,690  officers  of  all  corps,  seagoingand  nonsea^oing, 
919  officers  were  on  shore,  1,665  officers  were  on  sea  duty,  and  106  officers  were  sick  or 
unemployed. 

Of  a  total  of  1,925  line  officers,  482  officers  were  on  shore,  about  25  per  cent. 

On  January  14,  1908,  of  the  total  number  of  officers  then  in  service,  817  officers  were 
on  shore  duty,  of  which  318  were  line  officers. 

On  February  12,  1906,  of  the  total  number  of  officers,  807  were  on  shore  duty. 

Indirect  or  overhead  charges  or  expense. 

In  general  terms  is  charge  for  the  maintenance  of  the  industrial  plant  of  the  navy- 
yard,  and  this  charge  is  pro  rated  to  the  "output"  or  the  work  done. 

The  direct  labor  expense  is  the  actual  labor  charge  of  the  persons  directly  work* 
ingon  "output." 
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Under  the  indirect  expense  come  the  ''shop  expenses/*  which  include — 

(1)  Supervision  (wages  of  foremen,  quarterman,  leading  men,  clerks,  messengera, 
etc.,  employed  in  each  shop). 

(2)  Fixtures  and  furniture  (repair  and  maintenance  of  benches,  shelves,  furniture) 
etc.,  belonging  to  the  shop). 

(3)  Tools  (cost  of  hand  to<^  and  their  repair  and  ihaintenance,  and  wages  of  men 
working  in  tool  room). 

^4)  Machinery  (cost  of  repairs  and  maintenance  of  all  power  appliances  in  the  shop). 

(5)  Building  (cost  of  repairs  and  maintenance  of  shop  buildings). 

(6;  Miscellaneous  (labor  and  material  not  chargeable  to  any  of  above  or  to  output). 

(7)  Power  (the  proportional  share  of  power-plant  expense  chargeable  to  the  shop). 

This  "shop  expense"  is  kept  for  each  shop  and  totaled  per  month,  and  so  the  per- 
centage of  this  chajge  to  the  labor  charge  varies  for  each  shop  and  for  different  months, 
and  after  a  series  of  months  a  fairly  good  average  can  be  arrived  at  for  that  particular 
shop. 

A  second  item  of  the  indirect  charge  is  known  as  the  ''general  expense"  which  is 
made  up  of  the  following: 


(1)  Clerical  force  (in  the  main  offices). 


)  Drawing  office  (pay  of  draftsmen  and  others  not  chargeable  directly  to  output 
and  also  supplies  for  office). 

(3)  Expense  of  tests  and  inspections  (cost  of  testing  and  inspecting  material  and 
experiments  made  for  the  benefit  of  plant  not  to  incluae  test  and  experiments  for  the 
service  generally,  which  are  charged  to  specific  allotments). 

(4)  Yard  macninery  Tmaintenance  of  all  cranes,  hoists,  and  other  yard  appliances 
not  chargeable  to  any  mop). 

(5)  Yard  maintenance  (labor  and  material  where  not  chai^eable  to  a  specific  shop, 
as  ©n  walks,  roads,  subways,  sewers,  etc.,  properly  chargeable  to  industrial  plant). 

6)  Fire  protection.  I  Parts  of  these  expenses  go  to  the  military  expense  and 

7)  Telephone  and  telegraph./    part  to  the  industrial  plant. 
'8^  Office  expenses  (repairs  and  maintenance  of  main  offices). 

9)  Yard  crait  (craft  engaged  in  industrial  work  only). 

10)  Handling  stores  (general  handling  of  stores  not  chargeable  to  any  shop). 
^11)  Dry  docks  (care  aud  maintenance  of  dry  docks,  marine  railways,  pumps,  caisson, 

and  miscellaneous  appurtenances  when  not  m  use  for  docking  ships). 

{\2)  Buildings  (mmor  repairs  and  maintenance  for  all  buildings  necessary  to  the 
inauatrial  plant  and  not  chargeable  to  any  "shop  expenses"  account). 

These  items  of  "eeneral  expense  "  cover  such  indirect  chaises  as  can  not  be  located 
to  any  particular  shop  and  are  prorated  to  all  shops  in  proportion  to  the  direct  labor 
expended  in  each. 

The  total  "indirect  charge"  to  be  added  to  all  productive  "output"  will  then 
consiat  of  a  percentage  for  "shops"  and  for  "general  expense."  In  other  words,  the 
percentage  for  "general  expense"  might  be  10  per  cent  for  all  shops,  while  the  per- 
centage for  "phop  expense  would  vary  for  different  shops,  so  that  the  indirect  ex- 
pense as  a  whole  for  different  shops  would  naturally  vary  and  will  vary  from  month 
to  month  and  until  sufficient  time  has  elapsed  it  can  not  be  otherwise,  probably  the 
mean  of  twelve  months  would  give  a  good  average. 


The  Committee  on  Naval  Affairs, 

Thursday y  January  IS,  1910. 

The  committee  this  day  met,  Hon.  George  E.  Foss  in  the  chair. 

STATEMEHT  OF  SEAB-ADMISAL  B.  C.  HOLLTDAY,  CHIEF  BUEEAU 
OF  YABDS  AND  DOCKS. 

The  Chairman.  Admiral,  since  you  were  here  last  we  have  received 
supplemental  estimates  from  the  department,  changing  the  duties  of 
some  of  the  bureaus,  and  we  would  like  to  ask  you  now  this  new 
arrangement  will  affect  your  bureau;  what  changes  does  it  make  in 
your  bureau  ? 

Admiral  Hollyday.  About  the  only  change  it  proposes  is  that  all 
the  pubUc  works  under  the  Navy  Department  shall  be  designed  and 
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constructed  by  the  Bureau  of  Yards  and  Docks;  that  is,  where  other 
bureaus  were  asking  for  appropriations  under  the  head  of  "  Public 
Works''  the  items  are  to  oe  eliminated  from  their  estimates  and 
transferred  under  the  head  of  "  Public  Works,  Bureau  of  Yards  and 
Docks."  so  that  all  the  public  works  for  the  navy  will  be  estimated 
by  ana  appropriated  for  under  the  Bureau  of  Yards  and  Docks. 

The  Ohairman.  That  is  to  say,  all  the  public  works,  for  instance, 
which  have  appeared  under  the  different  oureaus^  Navigation,  Ord- 
nance, Eouipment,  Supplies  and  Accounts,  Medicine  and  Surgery, 
etc.,  in  different  portions  of  the  biU,  under  this  new  arrangement  are 
now  to  come  under  your  bureau? 

Admiral  Hollyday.  Yes,  sir. 

The  Chairman.  Is  that  the  only  change? 

Admiral  Hollyday.  That  is  the  only  material  change.  There  is 
a  slight  change  under  the  head  of  '* Maintenance,  Yards  and  Docks," 
where  it  is  proposed  to  pay  for  the  shipkeepers  from  appropriation 
'  *  Maintenance  instead  of  from  the  "Construction  and  Repair ' '  appro- 
priation. The  exact  amount,  $160,000  is  added  to  appropriation 
^Maintenance,  Yards  and  Docks,"  and  the  original  estimate  is  in- 
creased that  amount;  transferred  from  the  appropriation  **  Construc- 
tion and  Repair  of  Vessels,"  to  cover  the  pay  of  shipkeepers.  Yards 
and  Docks,  at  the  present  time,  pays  all  watchmen  in  the  navy-yards. 

The  Chairman.  "Attendance  on  light  and  power  plants" 

Admiral  Hollyday.  That  is  stricken  out  and  "ship  keepers"  is 
added. 

The  Chairman.  What  effect  does  that  have  on  the  appropriation? 

Admiral  Hollyday.  It  increases  "maintenance"  $160,000  and 
decreases  "construction  and  repair  of  vessels"  $160,000,  leaving  the 
total  the  same. 

The  Chairman.  Heretofore  that  has  been  under  construction  and 
repair? 

Admiral  Hollyday.  Yes,  sir;  under  the  appropriation  "construc- 
tion and  repair  of  vessels." 

The  Chairman.  Those  are  the  only  changes? 

Admiral  Hollyday.  The  only  changes  that  I  recall. 

The  Chairman.  Heretofore,  under  tne  Newberry  plan,  where  have 
the  public  works  been,  under  what  bureau  ? 

Admiral  Hollyday.  They  were  nominally  under  the  Bureau  of 
Yards  and  Docks. 

The  Chairman.  Under  the  Newberry  plan  were  the  lighting,  heat- 
ing, and  power  plants  under  the  Bureau  of  Yards  and  Docks? 

Admiral  Hollyday.  Yes,  sir. 

The  Chairman.  Where  are  the  lighting,  heating,  and  power  plants 
under  this  new  arrangement? 

Admiral  Hollyday.  The  designing  and  building,  everything  of  that 
sort,  under  the  head  of  ''public  works"  will  come  under  the  Bureau 
of  Yards  and  Docks.  Attendance  on  lighting,  heating,  and  power 
plants — that  is,  their  operation — is  under  the  commandant,  and  it  is 

1)roposed  to  have  a  steam  engineering  officer  operate  the  plant  and 
ooK  after  it.  The  appropriation  to  be  charged  with  the  cost  involves 
a  new  scheme  of  accounting,  which  was  started  last  July  and  is  grad- 
ually being  worked  out  and  put  into  effect  at  the  various  yards.  All 
that  part  of  the  yard  lying  outside  the  shops  that  is  not  strictly 
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industrial,  called  the  "military"  part  of  the  yard,  I  presume  will  still 
be  paid  for  from  the  appropriation  *' Yards  and  Docks,  Maintenance." 

The  Chairman.  That  is  what  we  call  policing  the  yard? 

Admiral  HotLTDAY.  The  policing  is  a  different  thii^.  The  watch- 
men and  the  ship  keepers  would  cover  the  policing  of  tne  yard,  and,  of 
course,  the  marmes  are  generally  on  duty,  but  attendance  on  light 
and  power  plants  would  not  be  called  policing. 

Mr.  Dawson.  What  does  that  consist  of,  the  engineers  and  firemen? 

Admiral  Hollyday.  The  engineers,  firemen,  and  electrical  me- 
chanics, and  that  sort  of  work. 

Mr.  Padgett.  The  new  plan,  as  I  understand,  places  under  the 
civil  engineers^  who  are  unaer  the  Bureau  of  Yards  and  Docks,  cer- 
tain construction  work  which  has  heretofore  been  under  the  Bureau 
of  Construction  and  Repair,  does  it  not? 

Admiral  Hollyday.  rfo;  not  work  under  the  Bureau  of  Construc- 
tion and  Repair  as  under  other  bureaus.  I  do  not  recall  that  the 
Bureau  of  Construction  and  Repair  has  ever  had  any  appropriation 
for  public  works  under  its  cognizance.  The  plan  contemplates  that 
everything  in  regard  to  public  works,  what  is  mown  as  public  works — 
that  is,  new  construction,  buildings,  streets,  waterworks,  dry  docks, 
and  everything  of  that  sort — shall  be  imder  Yards  and  Docks.  There 
were  items  in  the  last  bill,  for  instance,  imder  the  head  of  "  public 
works"  for  the  Secretary's  office,  and  the  Bureaus  of  Navigation,  Ord- 
nance, Equipment,  and  Supplies  and  Accounts,  which  the  committee 
recommended  and  Congress  passed  the  appropriations  for,  but  none 
under  the  Bureau  of  Construction  and  Repair.  Now  it  is  intended 
to  put  everything  under  the  head  of  ** public  works"  under  Yards 
ana  Docks. 

Mr.  Padgett.  That  would  be  under  the  civil  engineers  ? 

Admiral  Hollyday.  Of  the  Bureau  of  Yards  and  Docks;  yes. 

Mr.  Dawson.  I  notice  that  the  item  '^  attendance  on  Yi^ht  and  power 
plants"  is  proposed  to  be  stricken  out  of  this  paragraph.  Has  there 
been  any  reduction  made  in  the  appropriation  on  account  of  that 
going  out? 

Admiral  Hollyday.  That  was  contemplated  and  was  talked  of, 
and  in  fact  I  did  not  learn  until  this  morning  that  there  had  been  no 
reduction,  and  while  I  do  not  know  and  can  not  speak  definitely,  I 
am  inclined  to  think  that  it  probably  came  about  after  a  conference 
with  the  Paymaster-General.  It  is  probably  on  the  basis  that  there 
is  a  number  of  overhead  charges  to  be  paid  out  of  this  appropriation, 
"maintenance,"  that  did  not  exist  under  the  old  plan.  For  instance, 
the  overhead  charges  might  be  50  per  cent  and  the  work  would  actu- 
ally cost  $100,  but  the  overhead  charges  would  be  $50,  and  we  would 
have  to  pay  out  $150,  where  before  we  paid  only  the  actual  cost. 
This  scheme  has  been  gotten  up  by  the  Paymaster-General,  and  he 
hopes  in  that  way  to  formulate  a  system  of  accounting  by  which  he 
will  know  the  exact  cost  of  everything. 

Mr.  Dawson.  '* Attendance  on  light  and  power  plants"  being  taken 
out  of  the  Bureau  of  Yards  and  Docks,  to  what  other  bureau  does 
it  go? 

Admiral  Hollyday.  It  was  intended  to  go  to  the  Bureau  of  Steam 
Engineering,  although  the  language  does  not  mention  it  specifically. 
The  last  I  knew  of  this  that  was  the  intention,  to  put  it  under  Steam 
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Engineering.  I  did  not  know  it  was  not  specifically  mentioned  until 
this  morning  in  reading  the  estimates  over  in  the  car  coming  up  here. 

Mr.  Dawson.  Can  you  give  that  particular  question  your  consid- 
eration and  put  into  the  hearing  the  facts  in  regard  to  it? 

Admiral  Hollyday.  Yes,  sir.  I  can  inquire  at  the  Navy  Depart- 
ment where  the  revised  estimates  were  prepared  and  get  the  explana- 
tion, 

Mr.  Dawson.  And  if  some  other  appropriation  has  been  increased 
for  that  purpose;  the  sum  it  has  been  mcreased? 

Admiral  Hollyday.  Yes,  sir. 

The  Chairman.  Were  you  consulted  in  regard  to  this  change? 

Admiral  Hollyday.  Up  to  a  certain  point  I  followed  it  very  closely, 
and  when  I  received  notice  that  I  was  to  appear  before  the  committee 
I  received  the  papers.  I  was  consulted  every  time  they  made  a 
change  up  to  a  short  time  a^o.  The  last  talk  I  had  with  the  com- 
mittee it  was  the  understanding  that  I  was  to  transfer  $450,000  from 
"maintenance'*  to  "steam  engineering,''  to  take  care  of  that  item. 
That  was  a  sort  of  tentative  agreement.  When  the  Paymaster- 
General  took  hold  of  the  matter  he  first  talked  with  me  and  expressed 
the  opinion  that  it  was  not  necessarv  to  transfer  aU  of  that  amount. 
Since  I  have  lost  connection  with  the  matter  they  have  apparently 
determined  not  to  transfer  any  of  it.  The  basis  ot  his  argument  was 
that  while  Steam  Engineering  paid  this  out  theoretically,  they  would 
be  reimbursed  immediately  from  the  other  bureaus,  and  so  they  did 
not  actually  require  any  additional  money. 

The  Chairman.  It  was  a  matter  of  bookkeeping? 

Admiral  Hollyday.  Yes,  sir;  a  sort  of  clearing  house,  getting  it 
right  back  by  charging  it  directly  to  the  various  jobs  in  hand,  and  it 
would  appear  as  an  overhead  charge.  While  tney  would  pay  the 
labor  roll  and  for  the  oil,  water,  and  coal,  they  would  get  it  back 
immediately  througli  this  general  accounting  office  that  has  been 
established  or  is  going  to  be  established,  and  the  propw  appropria- 
tion would  be  credited  and  the  proper  ones  debited.  It  is  a  matter 
of  bookkeeping. 

The  Chairman.  You  wiU  explain  that  in  vour  hearing? 

Admiral  Hollyday.  Yes,  sir;  but  I  have  explained  the  general 

flan  as  fully  as  I  can;  the  details  can  best  be  explained  by  the 
ay  master-General,  who  has  charge  of  the  accounts. 

Mr.  Dawson.  What  is  the  duty  of  the  ship  keeper  in  the  yard? 

Admiral  Hollyday.  He  is  employed  primarily  to  be  on  a  ship,  to  be 
a  watchman  aboard  sliip,  and  to  see  that  nothing  improper  occurs. 

Mr.  Dawson.  Those  are  the  ships  in  the  yards  for  repairs? 

Admiral  Hollyday.  The  ships  out  of  commission.  Take,  for 
instance,  at  the  New  York  yard,  where  there  is  probably  a  more  com- 
plete organization  than  anywhere  else;  they  have  a  portion  of  a  build- 
mg  called  the  station  house.  There  is  a  captain  of  the  watch  there 
and  it  is  the  headquarters  for  the  ship  keepers  and  the  watchmen. 
The  ship  keepers  stay  there  overnight  and  thejr  sleep  there,  so  that 
they  can  be  ready  to  go  on  duty  at  the  proper  time. 

Mr.  BuTLER;  J^or  a  comfortable  night  s  rest? 

Admiral  Hollyday.  They  are  a  part  of  the  police  force  of  the  yard 
and  are  called  upon  when  required. 

Mr.  Butler.  How  many  ship  keepers  are  there  in  th«  United 
States;  do  you  know? 
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Admiral  Hollyday.  The  amount  proposed  to  be  transferred  to 
"maintenance"  to  pav  for  the  ship  keepers  is  $160,000.  There  was 
probably  expended  last  year  somewnere  between  S160,000  and 
$200,000;  I  do  not  know  definitely. 

Mr.  BiTLER.  The  $160,000  or  $200,000  pays  the  ship  keepers  in 
all  the  yards? . 

Adimral  Hollyday.  That  is  my  opinion;  I  know  it  is  $160,000. 

Mr.  BuTLEB.  And  it  may  be  $200,000? 

Admiral  Hollyday.  I  can  not  say  definitely. 

Mr.  Butler.  Is  there  any  reason  why  the  marines  can  not  do  all 
this  work?  They  guard  all  the  rest  of  the  property.  Why  can  not 
thev  guard  all  the  old  ships  out  of  commission  in  tKe  yards? 

Admiral  Hollyday.  When  the  marines  are  there  they  can.  In 
fact,  all  the  yards  have  been  denuded  of  marines.  They"  have  been 
taken  away. 

&Ir.  Butler.  What  compensation  does  a  ship  keeper  get  a  month? 

Admiral  Hollyday.  I  tnink  they  are  paid  $2.24  and  $2.50  a  day. 

Mr.  Butler.  And  a  marine  gets  $15  amonth — 50  cents  a  day.  Of 
course  they  have  some  allowances? 

Admiral  Hollyday.  About  $15  a  month.  It  depends  on  the 
enlistment. 

Mr.  Greoo.  If  the  marines  were  out  of  the  way,  would  it  be  prac- 
ticable to  get  somebody  to  discharge  this  watch  duty? 

Admiral  Hollyday. 'No;  it  would  not.  I  do  not  think  there  is 
any  opposition  in  the  navy  to  have  all  the  navy-yards  guarded  by 
marines,  but  if  they  are  to  be  guarded  by  marines  there  must  be 
some  arrangement  made  to  keep  the  marines  there.  They  can  not 
guard  the  navy-yards  and  be  at  Panama  and  Nicaragua  at  the  same 
time. 

Mr.  Gregg.  If  we  discharged  these  shipkeepers  and  depended  on 
the  marines  and  the  marines  were  carried  off,  would  it  be  practicable 
to  pick  up  somebody  else  for  that  duty  ? 

Admiral  Hollyday.  No,  sir.  If  you  are  going  to  have  the  yards 
guarded  by  marines,  arrangement  will  have  to  be  made  to  have  the 
marines  @tay  there. 

Mr.  Gregg.  A  certain  number  of  the  marines  all  the  time? 

Admiral  Hollyday.  Yes,  sir. 

Mr.  KiTciiiN.  I  do  not  understand  the  duty  of  the  shipkeeper? 

Admiral  Hollyday.  Where  a  ship  is  out  of  commission  there  are 
no  officers  or  enlisted  men  aboard  it.  Workmen  are  generally  work- 
ing on  it  during  the  daytime  and  nobody  is  aboard  at  night.  In  such 
cases  there  is  one  shipkeeper  kept  aboard  all  the  time,  three  in  the 
twenty-four  hours,  earli  working  eight  hours,  and  he  stays  aboeurd  the 
ship  to  see  that  nothing  improper  happens. 

Mr.  KiTcuiN.  It  takes  three  ship  keepers  to  a  ship? 

Admiral  Hollyday.  In  the  twenty-four  hours;  yes,  sir. 

Mr.  Talbott.  It  would  not  be  good  policy  to  not  have  anybody 
on  the  ship  ? 

Admiral  Hollyday.  No;  it  is  necessary  to  have  a  ship  keeper, 
because  somebody  might  get  aboard  and  cause  some  damage,  or  the 
lines  might  get  adrift. 

Mr.  KiTCHiN.  And  that  costs  the  Government  $160,000  a  year? 

Admiral  HoLLn)AY.  Over  $160,000  a  year.  I  do  not  know  how 
much  more.  In  that  connection  1  can  say  that  the  watchmen  in  the 
whole  navy  cost  between  $30,000  and  $35,000. 
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Mr.  Butler.  Exclusive  of  the  ship  keepers? 

Admiral  Holltdat.  Yes,  sir. 

Mr.  Dawson.  In  that  connection  I  would  like  to  ask  if  you  have 
any  infonnation  as  to  whether  or  not  the  proposed  new  policy  of  con- 
sidering a  navy-yard  as  a  mihtary  institution  would  result  in  any 
change  with  regard  to  the  taking  away  of  the  marines  from  the  yards? 
Have  you  any  mformalion  on  tnat? 

Admiral  Hollyday.  None  at  all.  I  rather  think  the  sentiment  is 
toward  having  the  navy-yards  guarded  by  the  marines,  but  until 
we  know  that  the  marines  can  be  there  permanently  noboay  wants  to 
recommend  it.  I  think  it  would  amount  to  an  increase  in  the  Marine 
Corps,  the  enlisted  force.  When  I  was  in  the  New  York  Navy-Yard 
the  latter  part  of  last  week,  the  captain  of  the  yard  told  me  they  had 
taken  away  the  marines  and  that  he  did  not  have  enough  marines  to 
properly  guard  the  property.  Also,  I  think  it  will  be  found  in  the 
records  that  the  Bureau  of  Yards  and  Docks,  some  six  or  seven 
years  ago,  recommended  that  the  yards  be  guarded  with  the  marines 
and  that  the  commandant  of  the  Marine  Corps  objected.  That  is, 
I  think,  in  the  record. 

Mr.  Butler.  He  said  he  had  not  enough  men? 

Admiral  Hollyday.  I  think  so. 

Mr.  Padgett.  Did  I  understand  vou  to  say  that  when  the  marines 
are  ordered  away  they  leave  a  nucleus  in  the  yard,  the  men  who  do 
not  go  away  with  their  command? 

Admiral  Hollyday.  Yes,  sir. 

Mr.  Padgett.  Then,  if  we  are  paying  the  ship  keepers  $2.50  to  S3 
a  day  and  the  marine  $15  or  $20  a  month,  would  it  not  be  a  matter 
of  economy  to  increase  the  marines  to  an  amount  sufficient  when 
thev  go  away  to  leave  enoup^h  there  to  do  this  poHcing  and  watching 
and  (fispense  alton;ether  with  the  ship-keepers'  organization? 

Admiral  Hollyday.  It  would  appear  to  be  economy  to  the  Gov- 
ernment, provided  you  put  in  a  clause  that  would  keep  enough 
marintjs  at  the  yards  to  guard  the  property.  I  do  not  think  anything 
but  a  law  would  keep  them  there. 

Mr.  Butler.  Have  you  stated  to  the  committee  how  many  ship 
keepers  there  are  in  the  United  States,  or  do  you  know? 

Admiral  Hollyday.  I  do  not  know.  The  way  I  came  to  know 
anything  about  it  at  all  is  this:  When  I  found  they  had  eliminated 
the  word  '^shipkeeper"  from  the  construction  and  repair  appropria- 
tion and  put  it  in  **  Maintenance,  vards  and  docks,"  I  immediately 
thought  if  the  bureau  was  to  pay  tnese  people  it  must  find  out  what 
the  cost  would  be.  I  went  to  the  Chief  Constructor  and  asked  him 
how  much  it  cost  last  year.  He  said,  '*I  do  not  know.  I  can  not 
tell  you."  I  had  to  give  an  answer  to  the  committee,  so  I  sent  tele- 
grams to  the  commandants  at  Portsmouth,  Boston,  New  York, 
Philadelphia,  Norfolk,  Charleston,  Pensacola,  Mare  Island,  and  Puget 
Sound.  I  left  out  the  smaller  yards  and  stations,  such  as  Cavite, 
Guantanamo,  New  Orleans,  etc.  I  got  answers  the  next  day  from 
all  of  the  yards  but  two,  and  my  recollection  is  that  their  separate 
answers  added  up  approximately  $160,000.  I  then  went  to  the  Chief 
Constructor  and  showed  him  the  telegrams,  as  long  as  this  was  a  mat- 
ter that  we  had  to  agree  upon.  He  said:  ''I  think  $160,000  will  be  a 
proper  amount  to  transfer."    I  thought  myself  that  it  was  probably 
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not  enough,  but  I  wanted  to  come  to  an  a^eement  with  him,  so  I 
thought  I  would  put  that  amount  in  and  as  '^maintenance"  is  a  lump 
appropriation  which  we  use  for  a  number  of  objects,  if  it  was  not 
enougn,  I  would  have  to  cut  down  some  other  expense  and  get  along 
until  the  end  of  the  year,  when  I  would  know  exactly.  I  could 
then  come  to  the  committee  next  year  and  say:  "I  will  have  to  have 
more  money/' 

Mr.  Butler.  Can  you  tell  us  how  many  ship  keepers  we  have  to 
employ  and  just  what  it  costs  the  Government  to  employ  them? 

Admiral  Holltdat.  If  I  can  get  that  information  in  f ime  for  this 
hearing  I  will  be  gla<l  to  incorporate  it.  I  doubt  if  I  can  get  it.  I 
will  do  the  best  I  can. 

Mr.  KrrcraN.  It  is  about  $160,000. 

Admiral  Holltday.  Yes,  sir.  I  can  not  say  the  number,  because 
the  number  is  changing  all  the  time.  If  ships  come  into  the  yards 
and  they  have  no  available  ship  keepers,  they  have  to  take  on  some 
and  then  later  discharge  them.  They  take  them  on  and  put  them 
off  from  time  to  time. 

The  amounts  expended  during  the  last  fiscal  year  as  reported  in  the 
telegrams  above  referred  to  are  as  follows: 

Portsmouth,  N.  H.,  $6,799;  Boston,  $22,337.04;  New  York, 
$32,317.86;  Philadelphia,  $28,282.52;  Norfolk,  $18,081.60;  Charles- 
ton, $797.33;  Pensacola.  $1,782;  Mare  Island,  $35,868.58;  Puget 
Sound,  $13,003.92;  total,  $159,269.84.  These  men  are  employed 
through  the  boards  of  labor,  the  same  as  mechanics  and  laborers,  so 
there  is  no  list  of  them  kept  in  Washington.  The  records  of  each 
navy-vard  and  station,  of  course,  show  the  exact  number  employed 
and  tne  amounts  paid.  The  exact  information  can  not  be  obtained 
in  time  for  this  hearing,  as  it  would  be  necessary  to  get  reports  from 
all  of  the  foreign  stations,  but  the  reports  above  made  take  up  the 
bulk  of  the  expenditure. 


Committee  on  Naval  Affairs, 

Thursday,  Jamiary  IS,  1910. 

STATEMEFT   OF   REAB-ADMIRAL  WILLIAM  S.  COWLES,  CHIEF 
BXTEEATT  OF  EQUIPMENT. 

The  Chaibman.  Since  you  were  here  last,  Admiral  Cowles,  we  have 
received  supplemental  estimates  distributing  the  duties  of  your 
bureau.  Will  you  kindly  inform  the  committee  how  the  duties  are 
distributed? 

Admiral  Co WLES.  The  money  is  distributed  as  follows:  $25,000 
goes  to  the  Secretary's  oflSce  for  *' interior  appliances  and  tools  for 
manufacturing  purposes  at  navy-yards  and  naval  stations." 

The  Chairman   That  has  been  transferred  to  where? 

Admiral  Cowles.  To  the  Secretary's  office.  Then  $6,000  goes  to 
the  Bureau  of  Navigation,  $5,000  comes  out  of  Equipment  and  $1^000 
comes  out  of  Equipment,  contingent,  which  is  prorated  and  divided 
up  among  the  different  bureaus.  That  is,  '*  supplies  for  seamen's 
quarters,  drawings  and  engravings  for  signal  booKs,  and  service  and 
supplies  for  coast  signal  service.    The  next  is  Bureau  of  Steam 
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Engineering,  wluch  gets  $2,088,300,  which  includes  $2,500  of  con- 
tingent.   That  is — 

For  iron  and  other  materials  for  the  manu Picture  of  anchors^  cables,  and  chains; 
specifications  f(jr  purchase  thereof  shall  be  so  prepared  as  shall  ^ve  fair  and  free  com- 
petition ;  electric  naval  signals  and  apparatus,  namelv,  electric  signals,  lights,  lanterns, 


and  running  lights;  electric  lantern.M  and  lamps,  and  their  a()pendafes,  for  ^^eneral  use 
on  board  ship  for  illuminating  purpoeen;  installing,  maintaining,  ana  repairing  electric 
interior  and  exterior  signal  communication?  and  all  electrical  appliances  of  whatsoever 
nature  on  board  naval  veseels;  and  for  the  purchase  of  all  other  articles  to  be  supplied 
by  the  Bureau  of  Steam  Engineering  for  like  purposes  at  home  and  abroad,  and  for  the 
payment  of  labor  in  equipping  vessels  ana  manufacture  of  articles  in  the  several 
navy-yards. 

The  Chairman.  Is  that  substantially  the  same  language  as  used 
heretofore  under  the  Bureau  of  Equipment? 

Admiral  Cowles.  Yes,  sir ;  just  the  same.  There  is  for  the  Bureau 
of  Construction  and  Repair,  81,114,000,  with  $2,000  for  contingent. 

The  Chairman.  T\Tiat  does  that  take  in? 

Admiral  Cowles.  That  is — 

For  hemp,  wire,  iron,  and  other  materials  for  the  manufacture  of  cordage  and  galleys; 
specifi  (lit  ions  for  purchase  thereof  nhall  be  so  prepared  as  shall  give  ^r  and  free  com- 
petition; canvas  for  the  manufacture  of  sail:*,  awnings,  hammocks,  and  other  work; 
naval  signals  and  apparatus  other  than  electric,  namely,  nonelectric  signals,  lights, 
lantemB,  rocket^,  and  running  lights;  lanterns  and  lamps  other  than  electric,  and  their 
appendages  for  general  use  on  board  ship  for  illuminating  purposes,  and  oil  and  candles 
used  in  connec  tion  therewith;  bunting  and  other  materials  for  making  and  repairing 
flags  of  all  kinds;  installing,  maintaining,  and  repairing  interior  and  exterior  signad 
communications  other  than  electric;  and  for  the  purchase  of  all  other  articles,  including 
rugs,  carpets,  curtains,  and  hangingH  to  be  supplied  bv  the  Bureau  of  Construction 
and  Repair  for  like  purposes  at  home  and  abroad,  and,  for  the  payment  of  labor  in 
equipping  vessels,  and  manufacture  of  articles  in  the  several  navy-yards. 

The  Bureau  of  SuppUes  and  Accounts  gets  $360,000. 

For  stationery  for  chaplains  and  for  commanding  and  navigating  officers  of  ships, 
equipment  oHicers  afloat,  and  for  the  use  of  court«-martial  on  board  ship;  the  removal 
and  transportation  of  ashes  from  ships  of  war;  musical  instruments  and  music;  and 
for  the  purchase  of  all  other  articles,  including  soap  on  board  ship  and  mess  outfits, 
to  be  supplied  by  the  Hureau  of  Supplies  and  Accounts  for  like  purposes  at  home 
and  abroad,  and  for  the  payment  of  labor  in  equipping  vessels,  and  manufacture  of 
articles  in  the  several  navy-yards. 

That  takes  up  most  of  the  money.  There  is  a  Uttle  left,  $330,500, 
which  goes  for  the  equipment  work  that  has  not  been  noted  in  these 
several  readin^rs.  That,  of  course,  will  all  be  taken  up  by  the  other 
bureaus  after  this  Bureau  of  Equipment  Ls  abolished.  That  is  the 
part  of  it  they  did  not  give  out  to  anybody. 

The  CuAiRMAN.  T\Tiat  other  duties  are  taken  away,  the  Ocean  and 
Lake  Surveys? 

Admiral  Cowles.  Yes,  sir. 

The  Chairman.  Where  floes  that  work  go? 

Admiral  Cowles.  I  suppose  they  are  going  to  put  that  in  the 
Bureau  of  Navigation. 

The  Chairman.  What  else  did  you  have  before? 

Admiral  Cowles.  The  Observatory  and  the  Hydrographic  Office. 

The  Chairman.  Wliere  will  the  Observatory  go? 

Admiral  Cowles.  I  suppose  to  the  Bureau  of  Navigation,  as  well 
as  the  Hydrographic  OHice.*    Tliey  will  be  kept  together. 

The  Chairman.  What  about  the  coaling  depots? 

Admiral  Cowles.  They  go  to  the  Bureau  of  Navigation.  The 
Bureau  of  Supplies  and  Accounts  gets  the  main  coal  account. 
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The  Chairkan.  They  purchase  the  eoalt 

Admiral  CowLES.  Yes,  sir.  "Coal  and  transportation"  goes  to 
the  Bureau  of  Supplies  and  Accounts.  It  is  practically  in  their 
bureau  now,  but  I  have  the  right  to  look  over  aU  the  transactions  and 
approve  aU  the  requisitions  on  account  of  the  law. 

tor,  QLOorr.  You  have  to,  do  you  not  I 

Admiral  Cowles.  Yes,  sir;  I  did  not  do  so  for  a  while;  it  was  trans- 
ferred to  the  Bureau  of  Supplies  and  Accounts  entirely. 

Ifc.  Paim>ett.  That  grew  out  of  an  opinion  by  the  Attorney-General  ? 

Admiral  Cowles.  By  an  opinion  from  the  Attorney-General. 

Mr.  Padgett.  Does  that  complete  your  total  abolition  ? 

Admiral  CowiES.  Yes,  sir;  that  completes  mv  total  abolition. 

Mr.  KiTCHiN.  In  your  opinion  does  the  abolition  of  your  bureau 
t«id  to  economy  in  the  naval  establishment?  Will  it  promote 
economy? 

Admiral  Cowles.  I  am  a  Yankee,  and  I  will  answer  that  question 
by  asking  you  whether  the  last  of  the  Mohicans  was  consulted  as  to 
his  fate? 

Mr.  KiTCHiN.  You  have  not  an  opinion  on  that  matter? 

Admiral  Cowles.  You  will  save  a  chief  clerk  and  a  few  file  clerks. 
Of  course,  everybody  else  will  go  right  over  bodily  into  some  other 
bureau. 

Mr.  Padgett.  There  will  not  be  anything  left  in  the  Bureau  of 
Equipm^it  ? 

Admiral  Cowles.  No,  sir. 

Mr.  Padgett.  Everything  is  transferred  to  some  other  bureau  ? 

Admiral  Cowles.  Yes,  sir. 

Mr.  KrrcHiN.  The  reason  that  the  Secretary  asked  for  this  plan 
was  that  it  will  save  money  to  the  Government  and  will  be  economical  ? 

Admiral  Cowles.  You  see  that  I  am  abolished  in  this  plan,  and 
Mr.  Newberry's  plan  abolished  me  also. 

The  Chairman.  Under  the  Newberry  plan,  who  had  charge  of  the 
duties  of  your  bureau  ? 

Admiral  Cowles.  lie  only  took  away  ^'coal  and  transportation." 
He  did  not  have  time  to  do  anv  more,  you  know. 

The  Chairman.  The  Chief  Cionstructor  had  charge  of  your  duties 
under  the  Newberry  plan? 

Admiral  Cowles.  No;  the  Bureau  of  Supplies  and  Accounts;  noth- 
ing else  was  touched  then. 

The  Chairman.  You  had  the  manufacture  of  anchors  and  all  those 
things? 

Admiral  Cowles.  I  am  not  talking  about  the  navy-yards.  The 
mivy-yard  scheme  was  another  thing. 

Tne  Chairman.  I  am  talking  about  the  navy-yards. 

Admiral  Cowles.  Of  course  they  put  all  the  manufacturing  under 
the  manager.    I  supplied  the  money  and  they  did  the  work. 

Mr.  Loud.  Who  nas  charge  of  the  manufacturing  in  the  yards  now? 

Admiral  Cowles.  The  shops  are  just  the  same  as  they  were  before 
except  that  they  have  a  manager  of  engineering  and  a  manager  in 
construction  and  repair,  and  the  conmiandant  is  supposed  to  manage 
tliem  both. 

Mr.  Loud.  Who  has  charge  of  the  chain  and  anchor  factory  at  the 
Boston  yard? 
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Admiral  Cowles.  The  constructor,  and  the  ropewalk  is  under  the 
civil  engineer. 

Mr.  Grego.  You  say  that  the  conunandant  is  supposed  to  manage 
them  both.  What  are  the  duties  of  the  commandant  under  the  present 
arrangement? 

Admiral  Cowles.  The  commandant  runs  the  whole  establishment. 

Mr.  Greoo.  Is  he  supposed  to  or  does  he  do  it? 

Admiral  Cowles.  He  does  it. 

Mr.  Padgett.  How  much  does  this  contemplated  reoi^ganization 
scheme  add  to  the  duties  of  the  conunandant  of  the  yard  over  what 
they  were  under  the  Newberry  plan? 

Admiral  Cowles.  They  make  him  the  manager,  practically. 

Mr.  Padgett.  Under  the  Newberry  plan  was  he  the  manager? 

Admiral  Cowles.  No;  he  was  commandant,  and  there  was  one 
manager. 

Mr.  Padgett.  Wliat  authority  did  he  have  over  the  manager? 

Admiral  Cowles.  Just  the  same  authority  that  he  has  now  exactly. 

Mr.  Padgett.  Now  the  management  is  divided,  and  the  com- 
mandant has  authority  over  the  two  managers? 

Admiral  Cowles.  Yes,  sir. 

Mr.  Padgett.  How  much  does  that  increase  or  add  to  his  duties 
and  his  work?  How  much  greater  draft  wiU  it  be  upon  his  time  and 
energy  than  it  was  under  the  Newberry  plan  with  one  manager? 

Admiral  Cowles.  He  has  the  captain  of  the  yard  to  do  all  this 
extra  work  for  him.  if  you  caU  it  extra  work,  because  the  captain  of 
the  yard  before  dia  not  have  anything  to  do  with  it,  but  now  he  is 
the  assistant  manager. 

The  Chairman.  We  always  had  a  captain  of  the  yard? 

Admiral  Cowles.  Yes,  sir;  but  the  captain  of  the  yard  did  not 
have  anything  to  do  with  the  manager's  business  before. 

The  Chairman.  The  commandant  is  usually  a  man  of  high  rank? 

Admiral  Cowles.  He  is  generally  a  captain  or  an  admiraL 

The  Chairman.  More  often  an  admiral  than  a  captain? 

Admiral  Cowles.  Yes,  sir. 

The  Chairman.  As  a  general  rule,  has  he  ever  had  anjrthing  to  do 
with  the  manufacturing  part  of  the  yard? 

Admiral  Cowles.  He  is  responsible  for  it. 

The  Chairman.  I  know,  but  has  he  had  experience  and  training? 

Admiral  Cowles.  A  good  many  of  them  have. 

The  Chairman.  Prior  to  his  assignment? 

Admiral  Cowles.  Yes,  sir ;  a  good  many  of  them  have  had,  and  they 
try  to  select  those  who  have  had  such  experience. 

The  Chairman.  Have  they  ever  had  any  practical  experience  with 
reference  to  the  repairing  of  the  hull  of  a  ship? 

Admiral  Cowles.  They  have  when  they  have  been  captain  of  her. 

The  Chairman.  Or  with  regard  to  the  machinery? 

Admiral  Cowles.  Yes,  sir;  they  have  had  that  experience. 

The  Chairman.  I  mean  in  a  navy-yard. 

Admiral  Cowles.  The  captain  ^ets  his  experience  afloat.  The 
captain  of  a  man-of-war  is  an  engineer.  He  is  not  altogether  an 
engineer,  but  he  will  be  in  a  little  while.  Engineering  at  the  naval 
school  is  continually  being  more  improved.  The  engineer,  as  you 
all  know,  aboard  ship,  is  a  large  part  of  it.    A  ship  is  a  machine,  and 
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a  modem  naval  officer  must  be  an  engineer.  He  is  half  an  engineer 
now,  and  in  time  he  wiU  be  an  engineer  altogether  or  he  will  not  be 
a  good  captain. 

The  Chaibman.  Take,  for  instance,  the  Bureau  of  Equipment, 
the  larger  part  goes  where? 

Admiral  Cowlbs.  The  larger  part  goes  to  Steam  Engineering,  a 
little  more  than  to  Construction  and  Repair,  but  it  is  pretty  equally 
divided  between  them. 

The  Chaibman.  What  had  the  Bureau  of  Construction  and  Repair 
imder  the  Newberry  system  in  your  bureau  that  is  taken  away  from 
it  under  this  new  system? 

Admiral  Cowles.  Only  the  work  in  the  navy-yards.  The  manager 
had  charge  of  all  the  work  in  the  navy-yards.  Take  the  Boston 
yard,  the  constructor  remains  the  same — he  gets  the  same  as  before. 

The  Chaibman.  You  mean  before  when  ? 

Admiral  Cowles.  The  same  as  he  had  under  the  Newberry  plan. 

The  Chaibman.  That  is  to  say,  he  gets  the  anchors  and  chains? 

Admiral  Cowles.  Anchors  and  chains  and  the  cordage. 

STATEMEVT  OF  BEAS-ADHISAL  K.  E.  MASOIT,  CHIEF,  BUBEATT 

OF  OBDITANCE. 

The  Chaibman.  Admiral  Mason,  I  wish  you  would  point  out  what 
changes  have  been  made  in  your  bureau  under  this  new  proposed  plan 
of  reor^aiuzation  of  the  Navy  Department. 

Admiral  Mason.  Two  items  have  been  added  to  the  appropriation 
'*  Ordnance  and  ordnance  stores,''  amounting  to  $10,600.  They  were 
originally  under  ^^  Public  works." 

The  Chairman.  What  are  those  items  1 

Admiral  Mason.  One  item  is  ''One  additional  emplacement  for 
new  mark  12-inch  or  14-inch* guns''  at  the  proving  ground,  and  the 
other  is  ''Lightning  rods  for  all  buildings  not  equipped  with  same,"  at 
the  naval  magazine,  Mare  Island,  Cal.  '^ Public  works,"  under  the 
Bureau  of  Ordnance,  were  transferred  bodily  to  the  Bureau  of  Yards 
and  Docks.  These  two  items  were  placed  in  the  estimates  imder 
"PubUc  works/'  but  really  belong  to  ordnance  pure  and  simple.  The 
manufacturing  of  an  emplacement  at  the  proving  ground  would  be 

f)ractically  the  same  tiling  as  building  a  gun  mount,  which  would  . 
lardly  be  considered  as  a  pubhc  work.     Lightning  rods  at  magazines 
are  a  part  of  the  magazine  eouipment. 

The  Chairman.  What  is  tne  next  change? 

Admiral  Mason.  Under  "Xew  batteries  for  ships  of  the  navy," 
page  7,  certain  electrical  apparatus  was  transferred  from  the  Bureau 
of  Ordnance  to  the  Bureau  of  Steam  Engineering,  and  so  for  "fire- 
control  instruments  for  ships  of  the  navy'*  it  was  necessary  to  reduce 
the  estimate  by  $40,000  for  certain  nre-control  instruments  that 
were  actuated  and  controlled  by  electricity. 

Mr.  Dawson.  Is  this  proposed  rearrangement  going  to  bring  the 
jurisdiction  of  the  fire-control  apparatus  entirely  under  one  bureau? 

Admiral  Mason.  The  jurisdiction,  as  I  take  it,  is  still  under  three 
bureaus.  That  is,  the  electrical  fire-control  apparatus  would  prob- 
ably come  under  Steam  Engineering  and  Ordnance.  We  will  pre- 
scnbe  the  instruments;  that  is,  we  will  specify  the  requirements^  out 
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it  will  have  to  be  furnished  hj  the  other  bureau,  and  then,  in  addkioD, 
Construction  and  Repair  will  have  to  make  the  installation.  The 
Bureau  of  Ordnance  specifies  the  requirements  and  approves  the 
desi^,  while  the  Bureau  of  Steam  Engineering  designs  and  pur- 
chases or  manufactures  the  instruments,  and  as  tney  are  in  the  elec- 
trical business  entirely,  why,  I  guess  it  is  just  as  well  that  they  should 
do  so. 

Mr.  Butler.  The  Bureau  of  Steam  Engineering  will  construct 
the  electrical  apparatus  and  the  Bureau  of  Construction  and  Repair 
will  install  it? 

Admiral  Mason.  Yes,  sir. 

Mr.  Butler.  How  has  it  been  constructed  heretofore? 

Admiral  Mason.  This  particular  apparatus  we  furnished  either  by 
purchase  or  manufacture,  but  Constniction  and  Repair  have  always 
mstalled  it. 

Mr.  Padgett.  It  is  just  swapping  it  from  your  bureau 

Admiral  Mason.  To  the  bureau  which  they  propose  to  give  charge 
of  all  electrical  apparatus. 

Mr.  Thomas.  Steam  Engineering? 

Admiral  Mason.  Yes,  sir.  That  is  the  bureau,  as  I  understand, 
which  is  to  have  all  electrical  apparatus  of  whatever  character. 

Mr.  Padgett.  It  is  only  electrical  apparatus  that  refers  to  or  has 
some  connection  with  the  motive  power? 

Admiral  Mason.  No;  I  think  it  is  the  intention  that  Steam  Engi- 
neering take  over  electric  lighting  from  Equipment  also,  and  wiring. 

Mr.  Padgett.  I  had  the  impression  that  it  was  only  motive  power. 

Admiral  Mason.  That  is  not  my  idea. 

Mr.  Dawson.  After  this  fire-control  apparatus  is  installed  on  a  ship 
it  should  be  found  desirable  to  make  some  changes  in  it,  then  what 
bureau  would  have  cognizance? 

Admiral  Mason.  The  bureau  that  Curnished  it  and  put  it  in. 
They  get  the  appropriation  in  this  bill  and  if  there  are  changes  or  re- 
pairs or  anything  else  to  be  done  to  it,  they  will  do  it.  They  will  have 
charge  of  tlie  instrument  right  along. 

Mr.  Dawson.  Some  complaint  has  arisen  in  the  past  from  the  fact 
that  there  was  a  divided  jurisdiction  over  the  control  of  the  fire-con- 
trol apparatus.  This  ])roposed  reorganization  would  still  leave  three 
separate  bureaus  that  would  have  certain  jurisdiction  over  it? 

Admiral  Mason.  Yes,  sir.  If  we  found  anything  wrong  we  would 
probably  make  recommendations  to  the  Navy  Department,  and  if  the 
recommendations  were  of  sufficient  importance  the  bureau  having 
charge  of  the  instruments  would  make  the  necessary  changes  or  re- 
pairs or  replacements,  and  then  when  they  were  put  in,  as  far  as  I 
understand  the  scheme,  the  Bureau  of  Construction  and  Repair 
would  still  have  to  do  some  installing. 

Mr.  Gregg.  But  your  bureau  suggests  the  changes  and  improve- 
ments ? 

Admiral  Mason.  Yes,  sir.  We  have  the  right  to  suggest  the  same 
as  the  odicors  aboard  ship,  the  Commander  in  Chief,  or  anybody  else. 

Mr.  Gregg.  To  su2:.s:est  any  change  or  improvement? 

Admiral  Mason.  Yes,  sir. 

Mr.  Butler.  This  is  an  instrument  you  are  speaking  of? 

Admiral  Mason,  Yes,  sir. 
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Mr.  BiTTLEB.  Has  it  been  manufactured  heretofore  by  the  Govern- 
ment  in  the  navy-yards,  or  do  you  ^et  it  from  somepnvate  concern? 

Admiral  Mason.  They  have  generally  been  manufactured  by  out- 
side firms,  although  some  have  been  manufactured  at  navy-yards. 

Mr.  BuTLEB.  Hearaf ter  you  will  order  the  Bureau  of  Steam  Engi- 
neering to  construct  them  f 

Admiral  Mason.  No,  sir;  we  will  recommend. 

Mr.  Butler.  You  will  recommend  and  the  Bureau  of  Steam 
Engineering  will  either  construct  or  order  and  the  Bureau  of  Con- 
struction and  Repair  will  install? 

Admiral  Mason.  What  httle  installations  there  is,  yes;  sir.  Of 
course  the  installation  of  the  wiring,  as  I  know,  is  still  done  by  the 
Bureau  of  Construction  and  Repair.   ■ 

Mr.  Butler.  Where  will  be  the  responsibility  for  the  operation  of 
the  instrument;  in  what  bureau? 

Admiral  Mason.  The  bureau  that  furnishes  it. 

Mr.  Butler.  The  Bureau  of  Steam  Engineering? 

Admiral  Mason.  Yes,  sir. 

Mr.  Gregg.  Does  your  bureau  design  all  this  fire-control  apparatus  ? 

Admiral  Mason.  We  have  until  now.  That  is,  we  select  the 
design. 

Mr.  Gregg.  Under  the  new  plan,  do  you  still  retain  that  juris- 
diction? 
*  Admiral  Mason.  No,  sir;  we  simply  suggest  what  we  want  to 
obtain,  and  it  will  be  done  by  the  other  bureau. 

Mr.  Thomas.  Which  other  bureau? 

Admiral  Mason.  The  Bureau  of  Steam  Engineering. 

Mr.  Thomas.  What  will  the  Bureau  of  Construction  and  Repair  do? 

Admiral  Mason.  Nothing  but  the  installing,  wherever  it  is  attached 
to  the  ship.  Where  anythmg  is  fastened  to  the  hull  of  the  ship  the 
Bureau  or  Construction  and  Repair  does  that  fastening,  as  far  as  I 
know. 

Mr.  Loud.  I  want  to  refer  back,  right  above,  to  the  *' Naval  Gun 
Factory,  Washington,  D.  C:  New  and  improvetl  machinery  for 
existing  shops,  $150,000/'  and  then  *'Macliinery,  cupolas,  furnaces, 
etc.,  for  proposed  new  foundry. '^  As  I  understand,  thus  far  this 
committee  has  declined  to  authorize  a  new  foundry. 

The  Chairman.  That  is  cut  out. 

What  are  the  other  changes,  Admiral? 

Admiral  Mason.  At  the  bottom  of  the  page  and  over  ''Modern- 
izing turrets  of  ships  of  the  navy,''  quite  a  long  article  stating  the 
different  work  to  be  done,  but  leaving  out  "electric  or  other  power 
motors  or  machines  direct  connected  thereto."  That  makes  a  reduc- 
tion in  that  appropriation  of  840,000,  which  also  goes  to  the  Bureau 
of  Steam  Engineering.  That  is,  in  tlie  ammunition  hoists  and  in  the 
turrets,  ordnance  turns  over  to  the  Bureau  of  Steam  Engineering  all 
electric  or  other  power  motors  or  machines  direct  connected  thereto; 
that  is,  on  the  same  shaft.  Then  there  is  an  addition  under  small 
arms  of  $100,000,  ''For  purchase  of  small  arms  and  landing  guns  for 
naval  training  station,  Grreat  Lakes,"  which  was  not  in  our  estimate, 
but  has  been  added  since. 

The  Chairman.  That  is  simply  changing  the  duties? 

Admiral  Mason.  Yes,  sir;  I  think  tiiat  is  all  under  that  portion 
of  the  bill. 
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Going  over  to  ''Public  works,"  on  page  12,  under  "Bureau  of 
Ordnance/'  it  strikes  out  the  title  and  changes  it  to  ''Yards  and 
Docks. "  Everything  goes  to  the  Bureau  of  Yards  and  Docks  with 
the  exception  of  the  one  item,  ''Naval  proving  ground.  Indianhead, 
Maryland.  For  naval  proving  ground,  Indianheaa,  Maryland: 
One  additional  emplacement  for  new  mark  12-inch  or  14-inch  guns," 
and  one  item  under  "Naval  magazine,  Mare  Island,  California,"  on 
page  13,  of  $600,  for  "Lightning  rods  for  all  buildings  not  equipped 
witn  same,"  involving  altogether  a  surrender  of,  I  think,  of  about 
$366,000. 

The  Chairman.  Of  your  appropriation? 

Admiral  Mason.  Yes,  sir;  $80,000  going  to  the  Bureau  of  Steam 
£n£;ineering  and  the  remainder  to  the  Bureau  of  Yards  and  Docks, 
under  "Public  works." 

The  Chairman.  How  does  this  new  order  of  things  differ  from  the 
Newberry  plan,  so  far  as  it  affects  your  bureau  ? 

Admiral  Mason.  Under  the  Newberry  plan  the  Bureau  of  Ordnance 
gave  up  nothing  in  the  way  of  general  control  of  work. 

The  Chairman.  You  had  charge  of  everything  that  pertained  to 
your  department? 

Admiral  Mason.  Yes,  sir;  except  at  navy-yards,  and  there,  under 
the  Newberry  plan,  the  inspector  of  ordnance  and  his  complete  es- 
tablishment was  wiped  out  and  the  duties  turned  over  to  the  general 
manager  of  the  yard,  the  ordnance  shops  being  abolished  and  the 
tools  and  machinery  turned  over  to  the  general  manager  or  distributed 
as  the  commandant  saw  fit. 

The  Chairman.  That  is  under  the  Newberry  plan? 

Admiral  Mason.  Yes,  sir. 

The  Chairman.  The  manager  was  the  constructor,  as  I  understand 
it? 

Admiral  Mason.  Yes,  sir. 

The  Chairman.  Under  this  new  arrangement,  how  is  your  bureau 
affected  in  the  yards? 

Admiral  Mason.  Under  this  new  arrangement  all  ordnance  work  at 
the  navy-vards  will  be  performed  by  the  officer  in  charge  of  the 
division  of  machinery,  who  will  have  as  one  of  his  assistants,  if  pos- 
sible, an  officer  who  is  skilled  or  who  is  speciaUzed  in  ordnance,  the 
rem-esentative  of  the  Bureau  of  Ordnance  being  the  commandant. 

The  Chairman.  That  is,  the  commandant  will  be  the  manager  of 
the  yard  ? 

Admiral  Mason.  Yes,  sir;  but  the  work  will  be  done,  ordinarily, 
by  the  machinery  department.  The  commandant  can,  however,  have 
the  work  done  anywnere  he  pleases. 

The  Chairman.  Is  the  commandant  usually  a  man  familiar  with 
the  work  of  the  yard? 

Admiral  Mason.  He  should  be,  and  I  hope  he  will  be  under  the  new 
rfiffime. 

Mr.  Butler.  He  should  have  had  experience  in  business  affairs? 

Admiral  Mason.  He  should,  yes;  but  I  think  the  younger  men  can 
acquire  the  experience  as  they  have  done  heretofore. 

Mr.  Butler.  You  mean  as  to  manufacturing  or  business  affairs 
generally  ? 

Admiral  Mason.  Business  affairs  generally. 
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The  Chaibmak.  He  is  a  man  who  is  usually  of  high  rank — a  rear- 
admiral  or  a  captain? 

Admiral  Mason.  Tes.  The  important  yards  have  almost  always 
been  commanded  bv  rear-admirals  well  alon^  toward  the  end  of 
their  career,  but  imaer  the  Newberry  S3rstem  the  principal  yard,  the 
New  York  yard,  was  turned  over  to  a  captain,  who  reUeved  Admiral 
Gfoodrich  on  retirement,  aiid  since  then  the  conunandants  have  not 
necessarily  been  rear-admirals ;  in  fact,  there  have  been  several  cap- 
tains appointed  as  commandants  very  lately. 

Mr.  Paj>oett.  Does  the  admiral  get  his  rank  of  admiral  because 
of  his  military  ability  and  experience  or  because  of  his  industrial 
ability  and  experience? 

Admiral  Mason.  An  admiral  in  the  navy  gets  his  rank  by  lineal 
promotion,  provided  he  passes  the  necessary  mental  and  physical 
examinations. 

Mr.  Padoett.  So  I  understand,  then,  that  he  could  be  a  rear- 
admiral  without  any  special  ability  in  either  line? 

Admiral  Mason.  He  could. 

Mr.  Padgett.  So  that  the  mere  fact  of  placing  a  rear-admiral  as 
commandant  of  a  yard  does  not  signify  that  he  is  a  man  of  special 
ability  in  either  industrial  or  military  lines? 

Admiral  Mason.  Not  the  mere  fact  of  placing  him  there,  but  those 
who  wish  to  make  the  work  go  would  probably  exercise  some  judg- 
ment in  making  the  selections. 

Mr.  Padgett.  It  would  be  the  personal  equation  after  all  that 
would  enter  into  the  success  of  the  management? 

Admiral  Mason.  Yes,  sir. 

Mr.  Oloott.  You  spoke  a  moment  a^o  of  the  commandants  of  the 
yards  usually  being  admirals  who  had  little  time  to  serve.  Do  you 
not  think  it  is  unfortunate  to  have  them  go  there  for  a  little  while  as 
the  nominal  head  of  the  yard? 

Admiral  Mason.  I  did  not  intend  to  give  the  impression  that  that 
was  the  case  now,  I  intended  to  say  that  it  was  the  case  formerly,  but 
within  the  last  three  or  four  years  younger  men  have  been  selected. 

The  CHAmMAN.  You  said  that  there  was  a  captain  at  the  yard  at 
New  York? 

Admiral  Mason.  There  was. 

The  Chairman.  Where  is  he  now? 

Admiral  Mason.  Admiral  Murdock,  who  went  there  as  a  captain  a 
year  ago,  has  been  promoted  very  lately. 

The  Chairman.  Most  of  the  admirals  who  are  commandants  of 
yards  are  men  along  about  60  years  of  age  and  seldom  much  younger? 

Admiral  Mason.  Until  lately  they  were  about  60  years  of  age.  I 
understand  that  it  is  the  intention  now  not  to  send  an  ofiScer  to  com- 
mand a  navy-yard  unless  he  has  at  least  thre9  years  to  serve  before 
retirement,  except  perhaps  in  special  cases  where  officers  have  devel- 
oped capabilities  for  yara  work  much  above  the  average. 

Mr.  Oloott.  I  would  like  to  have  you  express  an  opinion  as  to  the 
relative  merits  of  the  old  plan,  the  Newberry  plan,  and  the  Meyer 
plan. 

Admiral  Mason.  I  am  very  sure  that  the  last  plan  wOl  work  out 
for  the  best  interests  of  the  navy.  It  is  still  on  trial,  but  it  has  been 
evolved  by  people  who  are  very  famihar  with  the  needs  of  the  fleet, 
21385—10 28 
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and  the  yards  are  for  the  fleet,  to  keep  it  gouiff.  If  the  proper  com- 
mandants are  placed  in  command  of  the  yarc^  and  care  is  taken  in 
assisting  them  to  select  their  subordinates,  I  think  the  scheme  at  the 
yards  will  be  a  success  and  will  be  more  economical  than  the  old  ones. 

The  CHAmiCAN.  More  so  than  the  Newberry  plant 

Admiral  Masok.  Yes,  sir. 

Mr.  Oloott.  You  think  it  will  increase  the  efficiency  also? 

Admirid  Mason.  Yes,  sir;  I  do. 

Thereupon  the  committee  adjourned  to  meet  to-morrow,  Friday, 
January  14,  1910,  at  10.30  o'clock  a.  m. 


Ths  CoHHrrrss  on  Naval  Affaibs, 

Friday f  Jarmary  14, 1910n 
The  committee  this  day  met,  Hon.  Geoi^e  E.  Fobs  in  the  chair. 

STATElCEFr  OF  REAB-ADMISAL  B.  F.   HICHOLSOV,  CHIEF 
BUBBATT  OF  BAVIGATIOIT. 

The  Chaibman.  You  were  not  before  the  committee  at  the  first 
hearing  on  the  estimates? 

Admiral  Nicholson.  No,  sir;  I  have  just  been  appointed. 

The  Chairman.  Does  the  new  arrangement  of  duties  made  by  the 
Secretary  affect  the  Bureau  of  Navigation  t  Is  anything  taken  away 
from  the  Bureau  of  Navigation? 

Admiral  Nicholson.  No,  sir;  nothing  so  far  as  estimates  of  appro- 
priations are  concerned. 

The  Chairman.  What  is  added  to  the  duties  of  the  Bureau  of 
Navigation? 

Admiral  Nicholson.  As  far  as  concerns  the  expenditure  of  money, 
nothing. 

The  Chairman.  Some  of  the  duties  that  were  under  the  Bureau  of 
Equipment  have  been  transferred  to  the  Bur^eau  of  Navigation) 

Admiral  Nicholson.  Not  vet,  but  they  will  be. 

The  Chairman.  In  case  the  Bureau  of  Equipment  is  abolished, 
what  does  the  Bureau  of  Navigation  get  under  that  arrangement  f 

Admiral  Nicholson.  I  will  have  to  refresh  my  mind  by  looking  at 
the  order.  For  instance,  it  includes  the  Hydrographic  Office  and  the 
Naval  Observatory,  and  a  portion  of  the  present  contingent  expenses 
of  the  Bureau  of  Equipment. 

The  Chairman.  Do  the  depots  for  coal  come  under  you  % 

Admiral  Nicholson.  They  did  for  a  time,  but  were  put  back  under 
Equipment.  It  was  all  done  while  I  was  at  sea.  Under  the  proposed 
arrangement  they  are  to  go  to  the  Bureau  of  Yards  and  Docks. 

The  Chairman.  Wliat  about  the  training  stations? 

Admiral  Nicholson.  They  are  under  the  Bureau  of  Navigation. 

The  Chairman.  And  also  the  Naval  War  College  and  t£e  Naval 
Home? 

Admiral  Nicholson.  Yes,  sir. 

The  Chairman.  There  is  one  thing,  I  think,  and  that  is  public 
buildings  under  this  arrangement  are  to  go  under  the  Bureau  of  Yards 
and  Docks. 
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Admiral  Nicholson.  Yes,  sir;  the  largest  public  buildings  are  at 
the  NiiYal  Academy,  and  then  there  are  the  public  buildings  of  the 
new  training  station  at  Chicago.  That  station  is  pretty  nearly  com- 
pleted.    That  is  under  the  Bureau  of  Navigati<m  now. 

Mr.  Padgett.  Does  that  remain  with  the  Bureau  of  Navigation? 

Admiral  Nicholson.  Yes,  sir;  except  that  the  design  and  con- 
struction of  public  buildings  then  will  be  controlled  by  the  Bureau  of 
Yards  and  Docks. 

The  Chairman.  Under  this  new  arrangement  it  will  all  go  under 
the  Bureau  of  Yards  and  Docks. 

Mr.  Padgett.  That  is  what  I  thought. 

The  Chairman.  You  will  have  the  Naval  Observatory  and  the 
Hydrographic  Office? 

Admiral  Nicholson.  Yes;  that  is  proposed. 

The  Chairman.  There  is  a  recommendation  somewhere  that  the 
observatory  be  placed  under  civilian  control? 

Mr.  Padgett.  That  is  in  the  President's  message.  Will  that 
require  legislation? 

Admiral  Nioholson.  I  think  that  would  require  legislation.  The 
Naval  Observatory  has  grown  under  the  navy  gradually  to  its  present 
proportions.  The  law  provides  that  the  superintendent  of  the  observ- 
atory shaU  be  a  line  officer  of  the  navy. 

Mr.  Dawson.  In  that  plan  there  is  no  purpose  to  deprive  the  navy 
of  the  necessary  services  derived  from  the  observatory  ? 

Admiral  Nicholson.  I  imderstand  not.  I  believe  it  has  been  pro- 
posed that  the  observatorv  proper  miffht  be  placed  under  some  emi- 
nent civilian  astronomer,  but  the  whole  establishment  remains  under 
naval  control.  The  Nautical  Almanac  published  there  is  a  work  on 
which  the  navy  depends. 

Mr.  Dawson.  That  is  a  pubUcation  of  world-wide  interest.  The 
Nautical  Almanac  is  provided  for  by  separate  appropriation,  and  I 
presume  if  an  eminent  astronomer  was  selected  as  its  head  that  it 
would  in  no  wise  affect  the  Nautical  Almanac? 

Admiral  Nicholson.  No,  sir. 

Mr.  Padgett.  With  reference  to  the  naval  training  station  on  the 
Great  Lakes,  while  it  is  in  course  of  construction  I  understand  it  is 
under  the  Bureau  of  Yards  and  Docks,  but  after  it  is  completed 
where  will  it  be— under  the  Bureau  of  Navigation? 

Admiral  Nicholson.  All  training  stations  will  be  under  the  Bureau 
of  Navigation,  as  they  deal  entirely  with  the  personnel.  Of  course 
the  erection  of  buildings  will  be  under  Yards  and  Docks,  but  upon 
completion  they  will  be  under  Navigation. 

Mr.  Padgett.  Would  it  not  be  placed  imder  the  Bureau  of  Yards 
and  Docks  after  completion? 

Admiral  Nicholson.  It  has  not  been  under  the  Bureau  of  Yards 
and  Docks.  They  drew  up  some  speciiications  for  minor  public 
works,  that  is  all. 

The  Chaibman.  As  I  understand,  all  buildings  in  the  course  of 
construction  wiU  be  under  the  Bureau  of  Yards  and  Docks. 

Admiral  Nicholson.  They  have  been,  but  there  were  exceptions 
made,  and  there  was  an  exception  made  in  this  case. 

In  the  future,  under  the  new  distribution  of  duties,  Yards  and 
Docks  will  construct  and  keep  in  repair  all  public  buildings. 
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I  have  a  supplemental  appropriation  for  $25^000  for  St.  Helena 
that  I  wish  to  speak  about. 

The  Chaibican.  We  have  put  that  in. 

Admiral  Nicholson.  Then  it  is  aU  right? 

The  Chaibman.  Yes^  sir.  Is  there  anything  else  that  you  wish  to 
speak  of? 

Admiral  Nicholson   No^  sir;  that  ig  all 

Mr.  Padgett.  Admiral,  1  would  like  to  have  your  opinion  as  to  the 

Sroposed  reorganization  and  the  redistribution  of  tne  powers  and 
uties  of  the  Bureau  of  Equipment — should  it  be  abolished?  What  is 
your  opinion  as  to  the  practical  effect  and  working  of  the  pniposed 
reorganization  ? 

Admiral  Nicholson.  In   regard   to   the   Bureau   of   Equipment 
specially? 
Mr.  Padgett.  In  regard  to  the  department  generally.    What  is 


*rtainly  ought  1 

The  Newberry  scheme  only  referred  to  the  navy-yards  and  the  present 
scheme,  I  feel  sure,  will  prove  more  efficient 

Mr.  Padgett.  In  the  navy-yards,  that  is  your  opinion? 

Admiral  Nicholson.  Yes,  sir;  more  efficient. 

Mr.  Padgett.  That  is  just  a  distribution  of  power? 

Admiral  Nicholson.  Yes,  sir. 

Mr.  Padgett.  Could  you  put  in  the  hearing  your  reasons  for 
stating  that  in  your  opinion  this  plan  wiU  be  more  efficient  and 
effective? 

Admiral  Nicholson.  Yes,  sir. 

Mr.  Padgett.  We  will  be  glad  to  have  you  do  so. 

Admiral  Nicholson.  Under  the  Newberry  plan  all  navy-yard 
work  was  under  one  manager — a  nonseagoing  officer.    Under  the 

E resent  plan  there  are  two  divisions  of  work,  a  naval  constructor 
eing  the  head  of  the  huU  division  and  a  seagoing  officer  bein^g  the 
head  of  the  machinery  division.  This  suggests  itself  as  being  a 
natural  division  of  navy-yard  work  and  meets  with  my  approval 
for  the  following  reasons: 

The  hull  division  has  to  do  with  that  class  of  work  generally  which 
can  onlv  be  performed  at  a  navy-yard,  and  the  ma«UDery  division 
has  to  (fo  witn  that  class  of  work  which,  having  been  placed  in  a  ship, 
requires  constant  care  and  upkeep,  and  is  placed  under  a  class  oi 
oincers  that  are  held  responsible  tor  its  manipulation  and  repair, 
and  who  have  to  make  a  man-of-war  self-sustaining.^  Their  qualifica- 
tions should  be  of  a  high  order,  which  qualifications  can  only  be 
obtained  by  shop  experience  and  actual  handling  afloat. 

To  illustrate  the  above,  on  July  3,  1898,  the  Oregon  received  a 
signal  that  a  13-inch  gun  that  had  received  some  damage  the  day 
before  during  a  bombardment  could  be  repaired  at  Guantanamo. 
The  ordnance  officer,  who  had  had  considerable  shop  experience, 
hearing  of  this  signal  went  to  the  captain  and  informed  him  that  the 
damage  to  the  gun  was  being  repaired  and  would  be  finished  that 
night;  and  there  was  no  occasion  for  the  ship  to  leave  her  station. 
In  consequence  of  this  the  orders  were  revoked.  If  the  ordnance 
officer  had  not  had  this  shop  experience  in  all  probabihty  the  Oregon 
would  not  have  taken  part  m  the  battle  of  Santiago. 
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The  Chairman.  Your  bureau  details  the  officers  as  commandants 
at  the  different  navy-yards? 

Admiral  Nioholson.  Yes,  sir. 

The  Chaibman.  To-day  have  we  not  captains  as  conmiandants  of 
navy-yards! 

Admiral  Nicholson.  Yes,  sir. 

The  Chaibman.  Where  and  how  many! 

Admiral  Nicholson.  Captain  Fremont,  who  is  near  the  head  of 
the  captains'  list,  soon  to  be  admiral,  has  recently  gone  to  the  Boston 
yard  to  relieve  Admiral  Swift.  He  was  selected  before  he  became  an 
admiral  so  as  to  give  him  a  longer  time  there,  and  because  he  has  had 
technical  experience  and  has  the  reputation  of  being  a  good  adminis- 
trator and  executive.  At  Portsmouth  we  have  Captain  Wilner.  He 
is  near  the  head  of  the  list  of  captains  and  was  selected  for  the  same 
pujroose. 

The  Chairman.  Is  he  soon  to  be  an  admiral! 

Admiral  Nicholson.  Yes,  sir;  and  he  has  gone  there  with  the 
idea  that  he  is  to  remain  a  considerable  length  of  time  and  is  not 
expected  to  go  to  sea  as  soon  as  he  becomes  an  admiral.  The  same 
is  true  of  Captain  Marshall  at  Norfolk.  He  had  command  of  a  divi- 
sion of  armored  cruisers  in  the  Atlantic  Fleet.  He  has  just  gone  to 
the  Norfolk  yard  as  commandant.  He  will  be  promoted  to  admiral 
within  the  next  few  months. 

The  Chairman.  What  age  are  these  men;  are  they  under  60 
years  of  a^e! 

Admiral  Nicholson.  They  are  aU,  I  think,  under  60  years  of  age. 

The  Chaibman.  Are  they  very  much  under  60  years  of  age! 

Admiral  Nicholson.  No,  sir;  about  58  or  59  vears  of  age.  I  do 
not  remember  Captain  Marshall's  age;  he  is  the  oldest  one. 

The  Chaibman.  They  retire  at  62  years  of  age! 

Admiral  Nicholson.  Yes,  sir. 

The  Chaibman.  Usually  the  position  of  commandant  at  a  navy- 
yard  has  been  regarded  as  a  proper  assignment  for  some  admiral 
who  has  been  at  sea,  and  as,  perhaps,  a  fitting  position  for  him  to 
round  out  his  career.  Has  not  that  been  true  more  or  less  in  the 
past! 

Admiral  Nicholson.  Not  altogether.  The  commandants  have 
naturally  been  selected  from  rear-admirals  or  senior  captains,  but 
now  the  idea  is  that  more  attention  will  be  paid  to  fitness  than  to 
rank.  This  is  the  Secretary's  idea,  and  he  is  trying  to  select  these 
men  personally.  I  may  recommend  a  man  for  commandant,  but  the 
Secretary  determines  who  will  go,  and  I  am  told  that  he  is  very 
insistent  about  getting  the  proper  man,  and  that  he  will  not  be  par- 
ticular about  his  rank. 

In  the  past  the  conmiandants  actuallv  had  command  over  the  ships 
which  came  to  the  yards,  but  now,  and  for  some  time  past,  they  have 
not,  and  they  have  nothing  to  do  with  them  except  for  the  particular 
repair  work  which  brought  them  to  the  yard. 

The  commandant  does  have  control  over  the  receiving  ship  and  the 
different  establishments  belonging  to  the  navv-3rard. 

The  Chaibman.  Is  there  anv  rule  or  regulation  providing  that  a 
commandant  shall  be  a  man  of  a  certain  grade) 

Admiral  Nicholson.  I  think  not. 
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The  Chairman.  But  you  would  not  think  of  appointing  a  young 
man  of  the  rank  of  commander  to  such  a  position,  would  you  ? 

Admiral  Nicholson.  No,  sir;  not  if  one  of  higher  ranK  could  be 
found  for  the  position.  He  would  not  have  rank  enoujgh  to  exercise 
command  over  all  the  people  liable  to  come  within  his  jurisdiction. 

Mr.  Padoett.  Are  the  commandants  at  the  yards  selected  and 
appointed  with  reference  to  their  military  rank  or  their  industrial 
efficiency  and  training? 

Admiral  Nicholson.  At  the  present  time  they  are  selected  with 
reference  to  their  industrial  training  and  also  their  administrative 
ability. 

Mr.  Padgett.  That  is  at  the  present  time! 

Admiral  Nicholson.  Yes,  sir. 

Mr.  Dawson.  But  they  must  have  the  rank  as  well? 

Admiral  Nicholson.  ies,sir;  they  should  have  both.  The  admin- 
istrative ability  is  what  they  emphasize  now  in  selecting  an  officer 
for  commandant  of  a  navy-yard. 

Mr.  Padgett.  Under  the  programme  as  at  present  instituted  and 
contemplated  for  the  future,  the  commandants  at  the  yards  are 
selected  with  special  reference  to  their  industrial  training  and  ability 
and  their  administrative  ability? 

Admiral  Nicholson.  Their  administrative  ability  more  particu- 
arly. 

The  Chairman.  As  it  is  now,  at  what  age  do  the  officers  reach  the 
rank  of  captain?     What  is  the  average  age  at  the  present  time? 

Admiral  Nicholson.  I  think  they  are  about  53  years  of  age. 

The  Chairman.  And  at  what  average  age  do  they  reach  the  rank 
of  rear-admiral? 

Admiral  Nicholson.  About  59  years  of  age  now. 

Mr.  Loud.  And  there  are  only  three  years  left? 

Admiral  Nicholson.  Yes.  sir;  and  some  less.  Howard,  of  my 
class^  and  Knight,  of  my  class,  each  have  about  five  years  on  the 
admirals'  list. 

The  Chairman.  We  are  very  much  obliged  to  you. 

STATEMEITT  OF  REAB- ADMIRAL  HUTCH  I.  COHE,  CHIEF  BTTSEATT 

OF  STEAM  EHonrEEBnro. 

The  Chairman.  Since  you  were  here  last,  Admiral,  we  have  re- 
ceived some  supplemental  estimates  from  the  department  distributing 
the  duties  of  trie  Bureau  of  Equipment,  and  also  estimates  showing 
a  redistribution  in  other  bureaus.  I  will  ask  you  how  these  changes 
afFoct  your  own  bureau.  We  will  take  them  up  in  order,  beginnmg 
on  page  18  of  this  pamphlet.  I  notice  that  the  title  recommended 
is  ''Steam  and  other  machinery." 

Admiral  Cone.  Yes,  sir. 

The  Chairman.  ''For  completion,  repairing,  and  preservation  of 
machinery  and  boilers  of  naval  vessels  ;'*  that  is  the  same  until  we  get 
down  to  these  words,  "including  all  electric  or  other  power  motors 
and  machines  direct  connected  thereto."  Where  was  that  work 
formerly  done? 

Admiral  Cone.  That  work  was  formerly  done  largely  under  the 
Bureau  of  Equipment,  but  there  were  in  addition  to  the  Bureau  of 
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Equipment  the  bureaus  of  Steam  Engineering,  Construction  and  Re- 
pair^ Ordnance,^  and  Yards  and  Docks,  that  had  electrical  appliances 
under  their  jurisdiction.  PracticaUj  all  the  material  bureaus  of  the 
department  nad  certain  electrical  appliances  under  them.  Thispro- 
vision,  as  I  understand  it,  gathers  tmder  the  Bureau  of  Steam  Engi- 
neering all  electrical  machinery  of  whatsoever  nature  on  board  ship. 

TheCHAiBMAN.  The  next  change  is  down  lower,  ''For  iron  and 
other  materials  for  the  manufacture  of  anchors,  cables,  chains,"  etc. 
Is  that  language  taken  bodily  from  the  Bureau  of  Equipment? 

Admiral  CoNB.  That  language  is  taken  bodily  from  tne  Bureau  of 
Equipment  and  is  simply  U)  include  aU  electrical  machinery  and  in 
addition  to  that  anchors,  chains,  and  all  sorts  of  power  lights;  in 
fact,  to  include  all  things  concerning  power.  That  is  what  it  really 
means,  and  also  for  the  purchase  of  articles  to  be  supplied  for  that 
purpose. 

The  Chairman.  Is  there  anything  in  that  language  taken  from  any 
other  bureau  ? 

Admiral  Cone.  No,  sir.  I  am  sure  that  is  quite  true ;  it  is  simply  a 
copy  of  the  paragraph  formerly  under  the  Bureau  of  Equipment. 

The  Chairman.  '^For  general  maintenance  of  coaling  plants,  out- 
side of  navy-yards  and  operation  of  all  mechanical  coaling  plants;" 
is  that  put  under  your  bureau  ? 

Admiral  Cone.  Under  the  Bureau  of  Steam  Engineering.  That 
means  simply  the  running  of  the  machinery  of  the  coaling  plants  and 
the  naying  of  the  labor  and  maintenance  of  those  outside  the  navy- 
yaros.  My  understanding  of  it  is  that  in  the  navy-^ards  the  bureau 
wliich  is  to  do  with  all  pubUc  works,  Yards  and  Docks,  maintains 
the  coaling  plants  also. 

The  Chairman.  Outside  the  navy-yards,  your  bureau  has  them, 
and  inside  the  navy-yards  the  Bureau  of  Yards  and  Docks  has  them 
under  this  new  arrangement? 

Admiral  Cone.  Yes,  sir.  I  have  nothing  except  the  operation  of 
them. 

The  Chairman.  Is  there  any  bureau  over  you  in  this  respect? 

Admiral  Cone.  The  Bureau  of  Supplies  and  Accounts  has  charge  of 
the  coal.  It  means  that  the  Bureau  of  Steam  Engineering  wiD  be 
responsible  for  keeping  the  machinery  in  an  efficient  condition  and  will 
see  that  the  proper  kind  of  machinery  is  designed  and  instaUed  by 
the  Bureau  or  Yards  and  Docks.  We  will  pass  on  the  design  so  that 
we  can  keep  it  in  condition.  In  other  words,  this  is  simply  to  pay 
for  the  men  who  are  engaged  in  running  the  machinery  and  repairing 
the  boilers,  to  pay  the  firemen  and  engmeers  and  such  people  as  may 
be  necessary  to  operate  the  plant. 

The  Chairman.  Under  this  new  arrangement  what  bureau  has 
charge  of  the  heat,  Ught,  and  power  plants  in  the  navy-yards? 

Admiral  Cone.  The  Bureau  of  Yards  and  Docks  maintains  the 
heat,  hght,  and  power  plants.  The  Bureau  of  Steam  Engineering  has 
nothing  to  do  with  them.  As  I  understand  the  organization  of  the 
navy-yards,  the  machinery  division  has  charge  of  the  operation  of 
them;  that  is,  to  see  that  the  wheels  go  around. 

Mr.  Butler.  The  Bureau  of  Steam  Engineering  operates  the 
plants  and  the  Bureau  of  Yards  and  Docks  maintains  them? 

Admiral  Cone.  No,  sir.  To  me  this  is  very  clear.  The  Bureau  of 
Steam  Engineering  has  nothing  whatever  to  do  with  anything  in  the 
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navy-yards  except  to  pay  the  bills,  and  if  they  are  not  r^ht  to  inquire 
and  find  out  why  they  are  not  right.  I  have  now  nothing  to  do  with 
the  navy-yards,  except  that,  when  a  job  of  work  is  donemere,  if  it  is 
not  done  properly,  or  not  done  cheaply,  then  I  can  find  out  the  cause. 

Mr.  BuTLEB.  Do  you  not  direct  the  work? 

Admiral  Conb.  No,  sir. 

The  CoAiBMAN.  Under  this  order  would  you  not  have  charge  of 
the  machinery  plants  in  the  navy-yards  t 

Admiral  Cone.  No,  sir. 

Mr.  BuTLEB.  Who  directs  that? 

Admiral  Cone.  The  department. 

Mr.  BuTLEB.  But  who  directs  the  work? 

Admiral  Cone.  The  head  of  the  machineiy  department  at  the  yard, 
but  he  has  no  connection  with  the  Bureau  of  Steam  Engineering. 

The  Chaibman.  Is  it  under  you? 

Admiral  Cone.  No,  sir. 

Mr.  BuTLEB.  Who  is  it  under? 

Admiral  Cone.  The  commandant  and  the  Secretary,  but  there  is 
no  official  connection  with  my  bureau. 

Mr.  BuTLEB.  The  order  to  do  the  work  will  come  from  your 
department? 

Admiral  Cone.  Yes,  sir. 

Mr.  BuTLBB.  Here  in  Washington? 

Admiral  Cone.  Yes,  sir. 

Mr.  Butleb.  Then  it  passes  over  to  some  one  else  to  execute  the 
order? 

Admiral  Cone.  Yes.  sir. 

Mr.  Butleb.  And  tnen  it  will  come  back  to  you  to  see  whether  the 
work  has  been  well  done? 

Admiral  Cone.  Yes,  sir.  It  comes  back  to  me  if  it  takes  more 
than  a  certain  time. 

The  Chaibman.  You  do  not  have  direct  charge  over  the  machinery 
plants  in  the  various  navy-yards? 

Admiral  Cone.  I  have  no  charge  over  the  machinery  plants  in  the 
navy-yards.  There  is  nolliing  in  this  appropriation  wmch  provides 
me  with  funds.  That  is  done  out  of  the  general  expense  account.  It 
is  done  as  in  any  shipyard.  It  is  done  by  char^bg  each  appropriation 
its  proper  pro  rata  snare  of  operating  the  machin^  plants,  according 
to  the  amount  of  work  done  under  each  appropriation. 

Mr.  Loud.  Is  that  the  condition  now? 

Admiral  Cone.  Yes,  sir. 

Mr.  Loud.  Within  three  months  or  a  year? 

Admiral  Cone.  Under  the  Newberry  plan  the  Bureau  of  Con- 
struction and  Repair  practically  had  charge  of  everything  at  the 
navT-yards. 

Mr.  Butleb.  You  will  have  in  the  navy-yards  certain  men  belong- 
ing to  your  bureau — there  will  be  men  engaged  in  the  work  of  the 
department  belonging  to  your  bureau? 

Admiral  Cone.  No,  sir;  not  one. 

Mr.  Butleb.  I  know  that  you  know  what  you  are  saying,  but  I 
am  surprised,  as  I  did  not  understand  it  that  way. 

Admu*al  Cone.  The  navy-yard  organization  at  the  present  time 

Mr.  Butleb.  Under  the  Meyer  plan? 
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il^dmiral  Cone.  Yes,  sir;  and  I  have  studied  it  carehiUy— is  as 
follows:  Two  divisions,  one  of  hull  and  one  of  machinery,  under  the 
commandant.  Neither  head  of  these  divisions  is  under  any  bureau 
of  the  Navy  Department  nor  are  they  beholden  to  any  bureau  of  the 
Navy  Department.  The  head  of  the  hull  division  is  just  as  likely  to 
prosecute^  work  for  the  Bureau  of  Steam  Engineering  as  the  head  of 
the  machinery  division.  It  is  true  that  a  lai^  part  of  the  work  done 
bv  the  macmnery  division  is  work  done  for  the  Bureau  of  Steam 
Engineering.  It  is  also  true  that  the  hull  division  at  the  navy-yards 
is  prosecutmg  work  at  present  for  the  Bureau  of  Steam  Engineering, 
such  work  as  Jboiler  casmgs,  floor  plates,  and  work  of  a  nature  which 
the  hull  division  is  better  equipped  for  and  can  accomplish  more  eco- 
nomically than  the  machinery  division,  and  in  the  same  manner  the 
machinery  division  is  prosecuting  work  at  the  navy-yards  for  the 
Bureau  of  Construction  and  Kepaur.  In  fact,  the  different  bureaus  of 
the  Navy  Department  have  no  relation  whatever  as  to  what  division 
at  the  navy-yard  will  prosecute  the  work  for  the  bureau.  As  I 
understand  it,  the  keynote  of  Mr.  Meyer's  plan,  so  far  as  the  nayv- 
yards  are  concerned,  is  in  severing  the  relations  of  the  bureaus  at  the 
department  with  the  individuals  m  the  navy-yard,  and  it  has  done  a 
good  thing. 

Mr.  Dawson.  It  severs  the  connection  of  the  department  with  the 
operations  of  the  yard? 

Admiral  Cone.  Absolutely. 

Mr.  Butler.  The  success  of  the  operations  at  the  yard  is  dependent 
entireljT  upon  the  business  abiUty  of  the  commandant? 

Admiral  Cone.  Exactly. 

Mr.  Dawson.  And  the  superintendents  of  the  two  divisions? 

Admiral  Cone.  Yes,  sir.  The  superintendents  of  the  two  divisions 
are  held  responsible  hj  the  commandants  and  the  commandants  are 
held  responsible  by  cmefs  of  the  respective  bureaus  for  the  cost  and 
execution  of  the  work. 

The  Chairman.  Do  the  chiefs,  of  bureau  communicate  directly 
with  the  commandant  or  with  the  Secretary? 

Admiral  Cone.  The  chiefs  of  bureau  communicate  directly  with  the 
conmiandant  as  coming  from  the  Secretary.  The  regulations  nrovide 
that  any  order  I  sign  to  a  commandant  carries  the  same  weignt  as  if 
it  came  from  the  ^cretary.  Now,  in  case  I  find  fault  with  a  com- 
mandant for  not  accomplishing  things,  he  would  immediately  appeal 
to  the  Secretary  of  the  Navy,  and  so  it  goes  before  him  if  there  is  any 
row. 

Mr.  Butler.  Suppose  the  commandant  were  a  rear-admiral  of  high 
rank,  then  you  could  not  reprove  him  successfully? 

Mr.  KiTCHiN.  You  could  reprove  the  work. 

Admiral  Cone.  I  could  not  only  reprove  the  work,  but  necessarily 
I  have  had  to  do  it  in  a  niunber  of  cases. 

The  Chairman.  What  is  your  idea  of  the  Newberry  plan? 

Mr.  Padgett.  Before  taking  up  the  Newberry  plan,  I  would  like 
to  ask  the  admiral  a  question  on  the  point  he  was  speaking  of  a  mo- 
ment a^o.  You  were  explaining  a  moment  ago  tne  operations  of 
the  work  and  the  severing  of  the  different  bureaus  from  the  operation 
of  the  actual  work  at  the  yards,  and  you  said  that  the  division  of 
hull  might  be  doing  work  for  several  of  the  bureaus  and  that  the  divi- 
sion of  machinery  might  be  doing  work  for  several  of  the  bureaus. 
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Then,  the  theory  of  your  work  is  that  the  different  bureaus  established 
would  enter  into  a  contract  with  the  hull  division  or  the  machinery 
division  for  the  performance  of  the  work  that  is  assigned  and  pay  for 
it  out  of  the  appropriation  available  in  that  bureau? 

Admiral  Cone.  That  is  correct.  I  am  practically  a  customer  of 
the  navy-yard,  and  I  enter  into  a  contract  with  the  conmiandant  of 
the  navy-yard,  but  naturally  he  gives  any  part  or  all  of  the  work 
which  I  contract  with  him  to  do  to  any  division  he  sees  fit. 

Mr.  Talbott.  Is  *' contract"  a  proper  word  to  usel 

Admiral  Cone.  No,  sir ;  *  *  contract "  is  not.  He  practicaUy  receives 
the  orders. 

Mr.  Padgett.  But  in  order  to  apportion  vour  a{>propriation  and 
get  the  work  done,  you  occupy,  theoretically,  tne  relation  of  a  customer 
of  the  commandant? 

Admiral  Cone.  Exactly. 

Mr.  Padgett.  And  enter  into  a  contract  with  him,  theoretically,  to 
do  the  work  for  a  certain  amount  of  money? 

Admiral  Cone.  Yes,  sir. 

The  Chairman.  You  make  all  the  plans  for  the  work  in  your 
bureau  ? 

Admiral  Cone.  Quite  a  number  of  plans  are  made  at  the  navy- 
yards;  the  detailed  plans. 

The  Chairman.  You  direct  the  commandant? 

Admiral  Cone.  To  make  a  number  of  plans;  yes,  sir. 

The  Chairman.  As  to  the  work  and  as  to  how  the  work  shall  be 
done? 

Admiral  Cone.  Yes,  sir;  frequently. 

The  Chairman.  And  will  under  this  new  arrangement? 

Admiral  Cone.  Yes,  sir. 

Mr.  Butler.  But  you  have  nothing  to  do  with  the  economies? 

Admiral  Cone.  I  have  nothing  to  do  with  the  administration  of  the 
navy-yards. 

The  Chairman.  Will  you  make  any  recommendation  as  to  the  selec- 
tion of  the  manager  of  the  machinery  department  of  the  yard? 

Admiral  Cone.  Officially  I  will  have  no  say  in  the  detailof  the  head 
of  the  machinery  division.     That  is  what  I  think  you  mean? 

The  Chairman.  Yes,  sir.     Will  he  not  be  an  engineering  man? 

Admiral  Cone.  But,  practically,  I  hope  to  have  a  say  for  some  time, 
for  the  reason  that  if  a  man  was  orderea  there  to  do  the  larger  part  of 
my  work  and  I  considered  that  he  was  not  efficient,  I  would  report  the 
fact  to  the  Secretary  immediately  and  ask  to  have  somebody  else 
ordered  there. 

Mr.  Butler.  You  have  no  power  to  make  the  change? 

Admiral  Cone.  No,  sir. 

The  Chairman.  The  manager  of  the  machinery  department  will 
necessarily  be  a  line  officer? 

Admiral  Cone.  Yes,  sir. 

TI16  Chairman.  How  much  experience  will  he  have  had  in  engineer- 
ing or  machinery? 

Admiral  Cone.  The  experience  of  the  present  en^eering  officers 
occupying  the  position  of  head  of  the  macninery  division  at  the  navy 
yards  now  ranges  from  about  twenty-five  years  to  about  thirty-niiM 
years. 
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The  Chairman.  They  are  old  enfl^neeiB? 

Adnural  Cone.  A  number  are  old  en^eers.  Two  have  recently 
been  ordered  to  Mare  Island  and  Norfolk  upon  my  recommendation 
who  were  educated  as  engineers,  but  who  are 'now  line  officers. 
These  officers  have  about  twenty-five  years*  experience. 

Mr.  Bates.  What  is  their  rank? 

Admiral  Cone.  Commanders. 

The  Chairman.  It  was  in  1899  that  we  amalgamated  the  engineer 
corps  and  the  line.  Since  that  time  what  has  been  the  education  and 
traming  of  the  engineer  officers  or  of  the  line  officers  in  engineering  at 
the  Naval  Academy — ^how  much  engineering  instruction  do  they  get? 

Admiral  Cone.  An  officer  gets  a  very  thorough  technical  education 
for  a  man  of  the  age  he  is  when  he  gra<luates.  In  other  words,  he  gets 
the  foundation  to  become  an  engineer  if  he  wants  to  pursue  the  pro- 
fession. To  answer  your  question  more  fully:  Sinc^  the  passage  of 
the  personnel  bill  in  1899,  with  the  exception  of  the  special  education 
of  a  limited  number  of  line  officers  in  electricity,  in  ordnance,  and  in 
engineering,  the  great  mass  of  line  officers  have  received  no  further 
engineering  education  than  that  to  be  acquired  in  running  and  oper- 
ating the  machinery  in  the  ships,  as  inspectors  of  machinery  at  build- 
ing yards,  as  inspectors  of  material  at  industrial  plants,  and  as  assist- 
ants to  the  engineer  officers  at  the  navy-yards  and  ordnance  stations. 

The  Chairman.  At  the  Naval  Academy,  as  I  understand  it,  since 
the  personnel  act  went  into  effect,  the  last  year  is  given  up  aloiost 
whofiy  to  engineering? 

Admiral  (k>N£.  Yes,  sir.  The  course  of  engineering  at  the  Naval 
Academy  has  been  very  much  improved  since  the  passage  of  the 
personnel  bill. 

The  Chairman.  Is  it  true  to-dav  that  the  course  in  engineering  is 
limited  almost  exclusively  to  the  last  year? 

Admiral  Cone.  No,  sir.  It  is  rather  difficult  to  answer  that  ques- 
tion for  this  reason:  The  course  at  any  engineering  school  in  absolute 
engineering  subjects  is  necessarily  limited  to  the  latter  part  of  the 
course,  because  mathematics,  appUed  mechanics,  and  all  sorts  of 
technical  information  has  to  be  acquired  as  a  ground  in  order  to  begin 
the  study  of  engineering. 

Mr.  Butler.  At  the  mechanical  schools  do  not  the  boys  go  into 
the  machine  shops  the  very  first  day,  and  do  they  not  work  from  five 
to  eight  hours  a  d^t 

Admiral  Cone.  It  depends  on  what  you  call  a  technical  school.  At 
the  Boston  Institute  of  Technology  I  do  not  think  they  ever  see  a  shop. 

Mr.  BcJTLER.  You  know  Mr.  Spangler  at  the  University  of  Pennsjrl- 
vania? 

Admiral  Cone.  I  know  of  him. 

Mr.  Butler.  He  came  from  Annapohs.  Have  you  ever  been  in  his 
mechanical  laboratory  which  cost  a  miUion  dollars.  Have  you  ever 
seen  his  machine  shop? 

Admiral  Cone.  No,  sir. 

Mr.  Butler.  You  do  not  know  whether  the  boys  on  the  very  first 
day  that  they  enter  there  to  take  the  mechanical  engineering  course 
work  in  the  machine  shop? 

Admiral  Cone.  That  is  a  prehminary  education  to  becoming  an 
engineer.    At  Annapolis  they  have  the  same  thing,  a  very  expensive 
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laboratory,  and  the  boys  work  in  the  shops  during  three  years  of  their 
course.  After  he  has  finished  all  that^  then  he  nas  the  groundwork 
to  pursue  the  study  of  engineering  in  its  higher  branches.  In  other 
words,  engineering  is  a  postgraduate  course. 

The  Chairman.  Are  anj  of  the  line  officers  sent  to  special  engineer- 
ing schools  after  CTaduation  at  the  academy? 

Admiral  Cone,  rive  were  sent  abroad,  and  then  it  was  discontinued. 
Now  there  are  ten  a  year  being  specially  educated. 

The  Chaibman.  The  idea  of  the  passage  of  the  personnel  act  was 
to  give  the  line  officer  a  trick  at  en^eering,  so  to  speak,  down  in 
the  engine  room.  The  Chief  of  the  Bureau  of  Steam  Engineering, 
Admiral  Melville,  complained  that  the  line  officer  did  not  go  down 
there  and  take  charge  of  the  engine  room.  He  made  that  complaint 
in  his  reports  for  a  number  of  years.  Do  you  know  whether  or  not 
that  situation  has  been  remedied  in  any  way  in  the  last  few  years? 

Admiral  Cone.  Yes,  sir;  that  situation  did  exist. 

The  Chairman.  The  line  officer  would  not  go  down  and  take  his 
turn  in  the  engine  room. 

Admiral  Cone.  The  line  officer  was  not  allowed  to  go  down  and 
take  his  trick  because  he  was  detailed  to  other  duties. 

The  Chairman.  The  very  purpose  of  the  personnel  bill  was  that 
he  should  go  down? 

Admiral  Cone.  Yes,  sir.  That  was  not  carried  out  for  a  number 
of  years,  as  I  stated  in  my  previous  hearing,  but  is  now  being  carried 
out. 

The  Chairman.  How  long  has  it  been  carried  out? 

Admiral  Cone.  Absolutely  for  the  last  two  or  three  years.  It  has 
been  getting  better  as  years  go  along. 

The  Chairman.  Are  they  making  as  good  engineers  as  they  did 
under  the  old  system? 

Admiral  Cone.  Better  engineers  for  our  purposes. 

The  Chairman.  That  is,  for  the  purpose  of  taking  care  of  the 
machinery? 

Admiral  Cone.  For  the  purpose  of  driving  the  machinery  for  all 
it  is  worth  and  keeping  it  in  good  condition  and  keeping  a  large  num- 
ber of  men  under  them  properly  organized  to  meet  any  military 
emergency.  The  organization  of  a  modem  battle  ship  is  a  problem 
exactly  like  the  problem  of  an  industrial  plant  and  one  in  which 
organization  counts  just  the  same  as  it  does  m  an  industrial  plant. 

The  Chairman.  You  received  your  instruction  in  engineering  under 
the  old  system? 

Admiral  Cone.  I  received  my  engineering  at  the  Naval  Academy 
under  the  old  system,  but  when  I  graduated  my  education  was 
nothing  like  as  complete  as  that  of  any  graduate  at  the  present  time 
in  engineering,  as  I  simply  branched  off  the  last  year  and  took  a 
partial  advanced  course  in  engineering. 

The  Chairman.  And  then  you  went  into  the  engineer  corps? 

Admiral  Cone.  Then  I  went  into  the  Engineer  Corps  for  five  years, 
did  the  duty  of  a  cadet  engineer  for  two  years,  and  then  the  duty  of 
an  assistant  engineer  for  three  years.  Since  that  time  my  duties 
have  ranged  from  assistant  engineer  to  commander  of  a  torpedo 
division. 

The  Chairman.  When  the  amalgamation  took  place  some  of  the 
engineers — I  believe  the  older  engineers — did  not  consider  themselves 
fitted  to  perform  sea  duty,  as  I  understand? 
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Admiral  Cone.  Before  the  amalgamation  t 

The  Chairman.  No;  after  the  amalgamation. 

Admiral  Cone.  After  the  amalgamation  the  engineers  of  and  above 
the  rank  of  commander  were  pronibited  by  law  from  doing  sea  duty. 

The  Chaibm AN.  The  reason  was  they  were  not  considered  fitted  for 
it.     That  was  one  of  the  reasons? 

Admiral  Cone.  I  have  always  understood  that  the  reason  the  law 
was  drawn  in  this  way  was  because  these  officers  had  not  been  trained 
to  command  ships. 

The  Chairman.  That  is  what  we  understood  at  the  time. 

Admiral  Cone.  I  think  a  man  of  advanced  age  is  not  fitted  physio- 
ally  to  be  a  chief  engineer. 

The  Chairman.  'Hiis  was  done  at  the  request  of  the  engineer 
officers? 

Admiral  Cone.  Yes,  sir;  I  believe  it  was. 

The  Chairman.  But  the  younger  men  went  into  the  line  and  per- 
formed their  duties  at  sea  just  the  same  as  the  regular  line  officers? 

Admiral  Cone.  Yes,  sir;  and  almost  without  exception  the  younger 
men  who  had  the  advantages  of  an  engineering  education  and  training 
attained  very  rapidly  prominent  position  in  the  line  of  the  navy, 
which  can  be  borne  out  by  taking  the  history  of  almost  any  one  of 
them.  Thev  became  prominent  m  ordnance  and  electricity  almost 
as  soon  as  tney  could  go  to  work  at  it. 

Mr.  Roberts.  The  Admiral  made  a  statement  a  few  moments  ago 
that  I  would  like  to  inouire  into  a  little  further.  ^  I  understood  you 
to  say,  Admiral^  that  officially  you  had  no  voice  in  the  detail  of  the 
engineer  officer  m  charge  of  machinery  at  the  yards? 

Admiral  Cone.  Yes,  sir. 

Mr.  Roberts.  But  do  we  understand  that  you  are  not  consulted 
in  any  wav  ? 

Admiral  Cone.  I  have  been  consulted  up  to  date,  because  this  plan 
has  been  in  effect  only  a  short  time,  and  I  hope  to  be  consulted  nght 
along,  because  naturally  my  organization  is  oetter  equipped  to  pass 
on  tne  mechanical  abihty  of  an  officer  than  any  other  organization 
in  the  department. 

Mr.  Roberts.  So,  while  you  do  not  make  the  detail  on  your  own 
initiative,  yet  you  are  consulted? 

Admiral  Cone.  I  am  not  only  consulted,  but  I  take  upon  myself 
to  bring  to  the  attention  of  the  detail  officers  the  man  who,  in  my 
opinion,  would  be  best  suited. 

Mr.  Roberts.  Then,  in  effect,  you  get  the  man  at  the  head  of 
machinery  at  the  yard  that  you  thmk  best  fitted? 

Admiral  Cone.  "Yes,  sir;  I  do. 

Mr.  Roberts.  I  understood  that  officially  you  had  no  voice,  but 
if  an  unfitted  person  was  detailed  you  could  make  complaint  to  the 
Secretary? 

Admiral  Cone.  I  stated  that  as  fully  as  I  could.  The  mechanical 
abihty  of  the  line  officers  in  the  service  is  passing  under  my  organiza- 
tion more  frequently  than  under  any  other  organization  in  the  Navy 
Department.  I  am  now  in  the  Navy  Department,  but  as  I  see  the 
reason  for  the  existence  for  the  Bureau  of  Steam  Endearing,  it  is 
to  look  out  for  the  machinery  in  the  navy,  and  my  mission,  as  I  see 
it,  is  to  see,  first,  that  the  battle-fleet  machinery  is  in  as  good  con- 
dition as  is  possible  and  to  spare  no  money  or  pains  to  that  end.     In 
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doing  that,  the  men  who  are  actually  engaged  on  board  ship  and 
accomplishing  these  results,  and  their  work,  naturally  pass  under 
my  supervision  and  through  my  office  more  than  any  otner  part  of 
the  organization  in  the  Navy  I>epartment. 

Mr.  KoBERTS.  Who  makes  the  detail  of  the  officers  in  chaige  of 
hull  and  machinery  in  the  yards? 

Admiral  Cone.  The  Secretary  makes  the  detail,  but  I  practically 
nominate  the  man  for  the  macninery  division  and  I  think  the  Chief 
Constructor  practically  nominates  the  head  of  the  hull  division. 

Mr.  RoBEBTS.  So  tne  bureaus  affected  are  consulted  and  almost 
in  every  instance  have  the  men  they  want? 

Admiral  Cone.  Yes,  sir;  exactly  the  same  way  as  I  practically  have 
the  say  as  to  who  shall  be  chief  engineer  of  a  battle  ship,  although 
legally  and  officially  I  have  not. 

Mr.  Roberts.  Before  the  plan  of  the  present  Secretary  was  put 
mto  effect  we  had  a  division  of  hull  and  machinery? 

The  Chairman.  When  was  that  plan  put  into  effect? 

Admiral  Cone.  The  plan  of  the  present  Secretary? 

The  Chairman.  Yes,  sir. 

Admiral  Cone.  December  1,  1909. 

Mr.  Roberts.  Prior  to  that  time,  under  the  so-called  "Newberry 
plan,"  who  detailed  the  steam  en^neering  officers  in  charge  at  the 
various  yards;  how  were  they  detailed? 

Admiral  Cone.  There  was  no  steam  engineering  officer  in  charge  of 
the  yards  under  the  Newberry  plan.  The  officers  who  had  been  there, 
detailed  upon  the  recommendation  of  the  Bureau  of  Steam  Engineer- 
ing in  most  cases,  were  left  there  as  inspectors  of  machinery  and  as 
representatives  or  the  Bureau  of  vSteam  Engineering,  to  see  that  the 
work  was  being  carried  out  according  to  design. 

Mr.  Roberts.  Were  vou  at  the  nead  of  the  Bureau  of  Steam 
Engineering  before  the  Newberry  plan  went  into  effect? 

Admiral  Cone.  No,  sir. 

Mr.  Roberts.  Are  you  familiar  with  the  method  of  detailing  the 
steam  engineering  officers,  prior  to  the  Newberry  plan! 

Admiral  Cone.  Yes,  sir. 

Mr.  RoBEBTS.  How  was  that  done? 

Admiral  Cone.  It  was  done  upon  the  nomination  of  the  chief  of  the 
Bureau  of  Steam  Engineering. 

Mr.  RoBEBTS.  Exactly  like  under  hull  and  machinery? 

Admiral  Cone.  Yes,  sir. 

Mr.  Loud.  Officially  you  have  no  say? 

Admiral  Cone.  Yes,  sir. 

Mr.  Loud.  And  practically  everything? 

Admiral  Cone.  Yes,  sir. 

Mr.  Roberts.  There  has  been  no  change  in  the  practice? 

Admiral  Cone.  There  has  been  no  change  in  the  practice.  There 
has  been  this  change,  in  that  previously  tnat  officer  was  practically 
held  directly  responsible  by  tne  Bureau  of  Steam  Engineering  for 
the  method  of  domg  the  work. 

Mr.  Roberts.  I  was  speaking  of  the  selection. 

Admiral  Cone.  Now  he  is  not  held  that  wav.  If  I  proposed  to 
detach  a  man  because  he  had  not  done  my  work  well,  it  might  come 
up  that  he  had  done  some  one  else's  work  well  and  the  question 

Digitized  by  VjOOQ  IC 


mOPOBBD  REOBGAKIZATIOK  OF  NAVY  DEPABTMENT.  367 

would  have  to  be  referred  to  a  higher  authority  as  to  whether  he 
should  be  detached.     Previously,  it  would  not  have  beon. 

Mr.  Loud.  The  commandant  of  the  yard,  theoretically  or  practi- 
eally,  has  nothing  to  do  with  the  appointment  of  these  two  heads 
that  work  under  him? 

Admiral  Cons.  Practically  he  has  not.  Of  course,  it  is  the  same 
as  aboard  ship,  if  a  captain  or  commandant  strenuously  objects  to 
having  an  officer  under  him  he  would  be  detached  in  all  probability. 

Mr.  RoBBBTS.  Has  there  been  any  difference  since  the  Meyer  plan, 
if  we  may  call  it  that,  has  been  put  into  effect  in  the  number  of  ofncers 
detailed  for  the  machinery  division? 

Admiral  Cone.  Yes,  sir. 

Mr.  Roberts.  Has  the  number  been  increased  or  decreased? 

Admiral  Cone.  Increased. 

Mr.  Roberts.  To  what  extent? 

Admiral  Cone.  Altogether  14  additional  officers  have  been  ordered 
to  the  yards. 

Mr.  noBERTS.  Was  that  increase  over  the  number  required  by  the 
Newberry  plan  or  over  the  number  required  by  the  plan  in  effect 
before  the  rlewberry  plan? 

Admiral  Cone.  It  is  the  number  which  should  have  been  ordered 
there  a  number  of  years  ago  if  the  needs  of  the  service  had  been 
realized,  even  before  the  Newberry  plan. 

Mr.  Roberts.  Does  this  increase  in  the  number  of  officers  mean 
that  they  are  required  to  carry  out  the  Meyer  plan  or  e^re  simply 
required  for  the  needs  of  the  service? 

Admiral  Cone.  They  are  required  for  the  needs  of  the  navy-yards 
if  we  are  ever  going  to  get  them  on  an  economical  basis. 

Mr.  Dawson.  Were  those  men  taken  off  of  the  ships? 

Admiral  Cone.  Some  of  them  were. 

Mr.  Thomas.  Is  the  number  of  constructors  less  at  the  navy-yards? 

Admiral  Cone.  I  can  not  answer  that  question.  I  do  not  think 
they  have  been  reduced. 

Mr.  Roberts.  Would  there  not  be  some  reduction  from  the  number 
required  under  the  Newberry  plan?  Under  the  Newberry  plan  there 
were  assistant  constructors  assigned  to  what  were  formerly  bureaus  of 
the  vard. 

Aamiral  Cone.  Yes,  sir. 

Mr.  Roberts.  Some  of  them  would  be  released  under  the  divisions 
of  hull  and  machinenr? 

Admiral  Cone.  I  do  not  know. 

Mr  Roberts.  Under  the  present  plan  you  have  no  assistant  con- 
structor in  the  machinery  division  of  the  yard? 

Admiral  Cone.  No,  sir.  I  am  not  able  to  say  whether  there  are 
any  in  the  hull  division. 

The  C^iRMAN.  Under  the  Newberry  plan  there  was  one  manager, 
and  that  manager  was  the  constructor  and  your  bureau  had  officers 
ftimiliar  with  engineering  to  inspect  the  work  and  to  see  that  it  was 
properly  done.    Was  not  that  your  status  under  the  Newberry  plan  ? 

Adnural  Cone.  Yes,  sir.  1  had  an  officer  there  to  see  that  the 
work  was  carried  out  as  designed.  He  had  no  say  as  to  the  cost  of 
the  work  or  anything  else.  The  onljr  thing  he  could  do,  if  the  work 
was  not  completed  according  to  design,  he  could  tell  them  so  and 
dump  it  back  on  them. 
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Mr.  Roberts.  Did  he  have  anything  to  say  about  the  material  that 
went  into  the  constnictiont  Could  he  direct  that  certain  material  be 
used  bjT  the  constructor  in  making  a  particular  piece  of  machinery? 

Admiral  C!one.  If  it  was  called  tor  m  tiie  design  I  suppose  he  could. 
It  was  run  differently  at  each  yard. 

Mr.  Roberts.  You  say  that  the  Newberry  plan  operated  differently 
in  different  yards? 

Admiral  Cone.  Yes,  sir. 

Mr.  Roberts.  That  is  the  practical  work,  it  was  not  uniform  I 

Admiral  Cone.  No,  sir. 

Mr.  Roberts.  Is  the  Meyer  plan  working  out  uniformly  in  all  the 
yards  1 

Admiral  Cone.  I  am  unable  to  answer  that  question. 

Mr.  Roberts.  Can  you  answer  it  from  the  standpoint  of  machi- 
nery? Is  the  method  of  administering  the  machineiy  division  in  all 
of  tne  ^ards  the  same? 

Admiral  Cone.  As  far  as  I  know  it  is  most  satisfactory.  The  only 
thing  I  see  is  the  cost  of  the  machinery  and  the  time  it  takes  to  do 
the  work.  1  have  not  corresponded  or  interfered  in  any  way  with 
the  yards. 

Mr.  Roberts.  Did  you  discover  any  friction  under  the  Newberry 
plan? 

Admiral  Cone.  At  some  yards  there  was  friction  and  at  some  yards 
there  was  not  any.  I  visited  several  yards  under  the  Newberry  plan 
and  I  noticed  myself  certain  friction  at  some  vards,  not  only  between 
the  officers,  but  between  the  workmen.  I  tnink  at  other  yards  the 
friction  was  less.  In  some  yards  there  was  possibly  none. .  It  de- 
pended entirely  upon  how  the  naval  constructor  managed  the  yard 
and  also  depended  on  the  personal  equation  of  the  line  officers  sta- 
tioned there,  as  to  whether  they  worked  smoothly. 

Mr.  Roberts.  Have  you  any  figures  showing  the  relative  cost  for 
machinery  work  under  the  two  plans? 

Admiral  Cone.  I  have  some  figures  of  isolated  cases,  but  I  have 
not  them  here.  I  would  like  to  state  that  I  have  not  much  faith  in 
the  relative  per  cent  of  cost  in  our  navy-yards  as  the  cost  keeping  has 
tNBen  kept;  as  the  cost  of  a  job  depended  entirely  on  the  manner  in 
which  the  order  was  made  out.  For  instance,  in  mv  investigation  in 
the  case  of  the  retubing  of  a  boiler,  I  would  find  a  job  order  calling  for 
the  retubmg  of  a  boiler  under  which  it  would  cost  $5,000  and  another 
job  order  for  retubing  a  boiler  and  supplying  necessary  fittings  would 
cost  $15,000.  On  investigation  you  might  find  that  they  had  done  all 
manner  of  work  under  the  words  "necessary  fittings,''  and  charged  it 
to  the  job  order.  As  the  managers  were  busy  men  the  cost  of  di&rent 
job  orders  at  the  same  yard  or  different  yards  simply  means  what 
that  particular  manager  deemed  proper  to  charge  to  that  job. 

Mr.  Roberts.  Is  that  true  under  the  present  plan  of  cost  keeping? 

Admiral  Cone.  No,  sir;  under  the  present  plan  there  is  an  elaborate 
system  of  accounting — I  have  seen  a  copy  of  it — which  accounts  for 
everything  which  is  spent  at  the  yard. 

Mr.  Dawson.  Is  that  a  uniform  cost-keeping  system! 

Admiral  Cone.  A  uniform  cost-keeping  system. 

Mr.  Dawson.  And  it  is  built  on  business  lines? 

Admiral  Cone.  Exactly. 
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Mr.  Thomas.  You  will  be  able  to  teU  just  what  the  retubmg  coetst 

Admiral  Cone.  What  it  will  cost  in  detail,  and  I  will  be  able  to 
tell  what  it  costs  at  one  yard  as  compared  with  another  yard. 

Mr.  Dawson.  You  will  have  the  data  to  make  a  fair  and  accurate 
comparison  t 

Admiral  Cons.  Yes,  sir;  exactly. 

Mr.  Ejtchin.  Under  the  other  plan  you  could  not  tell  what  the 
different  items  of  cost  were? 

Admiral  Cone.  Under  a  job  order  for  the  retubing  of  a  boiler 
under  the  old  system  there  might  have  been  anvthii^;  charged  to 
that  from  buyii^  boiler-shop  tools  to  almost  anything. 

Mr.  Thomas.  To  putting  m  new  machines? 

Admiral  Cone.  Yes,  sir. 

Mr.  Ejtohin.  That  would  come  under  the  lump  sumt 

Admiral  Cone.  Yes,  sir. 

Mr.  RoBEBTS.  You  bbj  that  it  might  have  been  done;  as  a  matter 
of  fact,  was  it  not  done  in  some  instances? 

Admiral  Cone.  Yes,  sir: 

Mr.  RoBEBTS.  Is  it  within  your  knowledge  that  work  not  con- 
nected at  all  with  that  particular  boiler  job  would  have  been  charged 
up  to  it? 

Admiral  Cone.  I  have  been  told  that  frequently. 

Mr.  Dawson.  Was  this  cost-keeping  system  installed  on  Decem- 
ber 1,  1909? 

Admiral  Cone.*  Yes,  sir.  I  know  that  it  was  started  on  July  1, 
1909,  in  the  Boston  Navv-Yard.  There  they  built  a  model,  but  the 
Paymaster-General  coula  tell  you  about  that.  That  is  his  business 
and  not  mine.  That  is  an  independent  cost-keeping  proposition, 
independent  of  any  bureau  or  anyone  else. 

Mr.  Dawson.  Independent  of  the  scheme  of  the  division  of  the 
yard  into  hull  and  machinery? 

Admiral  Cone.  Yes,  sir. 

Mr.  Padgett.  WiU  you  please  give  us  your  opinion  as  to  the  prac- 
tical working  and  operation  of  the  proposed  Meyer  reorganization 
scheme  as  to  the  efficiency  of  service  and  economy  as  compared  with 
the  Newberry  system? 

Admiral  CSone.  I  divide  the  Meyer  system  and  the  Newberry  sys- 
tem into  two  parts. 

Mr.  Padgett.  I  speak  with  reference  to  the  navy-yards. 

Admiral  Cone.  With  reference  to  the  navv-yards,  in  general  terms, 
the  main  difference  between  the  Meyer  and  Newberry  systems  is  as 
to  whether  a  naval  constructor  or  a  Ime  officer  should  be  the  manager 
of  the  navy-yard.  The  scheme  of  organization  is  practically  the 
same. 

Mr.  Padgett.  Under  the  Meyer  system  they  have  two  divisions, 
hull  and  machinerv,  with  two  superintendents,  and  under  the  New- 
berry system  they  Iiad  one  division  under  a  manager? 

Admiral  Cone.  There  was  one  division,  but  it  was  subdivided  right 
under  the  manager  into  hull  and  machinery,  just  as  it  is  now.  The 
big  difference  between  the  Meyer  organization  and  Newberry  organi- 
zation comes  in  the  departmental  end. 

Mr.  Padgett.  Before  you  get  to  the  departmental  end — we  will  take 
that  up  later — ^I  wish  you  would  give  your  opinion  as  to  the  relative 
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meritfi  of  the  two  plans  with  ref erenca  to  the  efficieney  of  the  work 
Mid  economy  along  the  industrial  lines  in  nayy-yards. 

Admiral  Cone.  I  think  tha  ^£eyer  plan  is  improving  and  will  con- 
tinue to  ijnprovd  the  economy  of  the  nayy-yards  more  than  any  plan 
I  have  seen.  I  wish  to  state,  however,  that  I  think  the  Newberry 
plan  would  have  improved  the  industrial  conditions  at  the  navy- 
yards,  with  the  exception  that  I  do  not  think  wc  ever  wouM  have 
obtained  the  same  state  of  efficiency  with  a  spocialist  as  gsnerti 
manager  at  a  navy-yard,  because  he  is  bound  to  make  his  department 
by  far  the  most  important,  and  when  I  came  into  the  Navy  Depart^ 
ment^ — 

The  Chairman.  When  did  you  come  into  the  Navy  Department) 

Admiral  Cone.  On  May  21,  1909. 

The  Chairman.  Was  that  when  you  beeame  ehief  of  the  bureau! 

Admiral  Cone.  Yes,  sir.  The  action  of  the  managers  at  the  navy- 
yards  seems  to  me  to  have  been  based  on  what  effect  it  would  have 
on  the  Bureau  of  Construction  and  Repair,  and  what  effect  it  would 
have  on  their  future  field  of  operations.  I  think  in  any  lar^e  concern, 
if  you  place  a  specialist  in  charge  of  the  whole  plant,  you  will  find  that 
he  will  be  in  a  very  short  while  lopsided  in  that  he  will  have  the  thing 
in  which  he  is  a  speciaHst  dominate  the  institution. 

Mr.  Padgett.  I  would  like  to  have  your  opinion  on  this  phase  or 
idea  of  the  (question:  Under  the  proposed  ifeyer  plan,  the  line  officers 
are  placed  in  charge  and  complete  management  of  the  machinery  or 
steam  engineering  division.  1  can  see  now  that  works  in  time  of 
peace.  But  suppose  an  emergency  in  time  of  war  should  arise  to  send 
those  line  officers  out  to  the  front  to  battle;  who  will  operate  the  organ- 
ization, then,  in  the  vards? 

Admiral  Cone.  We  should  maintain  and  operate  them  by  these 
identical  line  officers.  There  will  be  not  more  than  fifteen  or  twenty  of 
them  all  told,  and  if  we  had  had  at  the  outbreak  of  the  Spanish  war 
that  many  line  officers  familiar  with  the  conditions  at  the  navy- 
yards,  so  that  thev  could  have  supphed  to  the  men  at  sea  the  things 
that  should  have  been  supplied^  tney  would  have  saved  many  thou- 
sands of  dollars. 

Mr.  Padgett.  In  other  words,  your  idea  would  be  to  have  a  suffi- 
cient number  of  line  officers,  if  you  could  practically  permanently 
withdraw  that  many  from  service  at  sea,  either  in  time  of  peace  or  in 
time  of  war? 

Admiral  Cone.  Yes,  sir.  My  idea  is  that  if  these  line  officers 
are  not  at  the  navy-yards  upon  the  breaking  out  of  a  real  war,  before 
that  war  is  ended  we  will  nave  to  have  some  of  them,  and  that  is 
where  the  civilian  Secretary  of  the  Navy  will  be  called  upon  to  exer- 
cise his  authority  and  force  some  of  them  to  stay  at  the  navy-yards, 
whether  they  want  to  stay  there  or  not.  If  they  are  not  found  there 
on  the  breaking  out  of  war,  in  my  opinion,  they  will  be  there  before 
the  war  has  been  prosecuted  a  year,  oecause  there  is  no  one  else  who 
can  supply  the  fleet  on  tlie  field  of  action,  not  only  with  the  articles  to 
be  supplied  but  to  see  that  they  are  of  proper  guaUty  and  quantity, 
even  from  the  ship  itself  down  to  the  smallest  item — there  is  no  one 
who  can  supply  this  want  hke  the  man  who  has  been  there  himself. 

Mr.  Thomas.  Would  he  be  as  efficient  an  officer  on  ship  if  he  had 
been  spending  his  time  in  the  navy-yards? 
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Admiral  Conb.  Yes,  sir.  He  would  be  a  much  more  efUcient  officer 
on  the  ship  if  he  did  i^nd  some  of  his  time  there. 

Mr.  Roberts.  As  I  gathered  from  Mr.  Padgett's  question  it  rather 
implied  that  these  officers  were  p«rmanentlj  detailed  for  machinery 
at  the  navy-yards.     Is  that  your  understanding? 

Admiral  Cone.  No,  sir. 

Mr.  Roberts.  But  some  of  these  officers,  when  they  have  their 
shore  duty,  will  be  detailed  there  for  two  or  three  years  and  then  be 
sent  back  to  the  fleet? 

Admiral  Cone.  They  will  not  be  permanently  detailed  at  the  yards, 
but,  after  a  tour  of  duty  at  the  yard,  will  be  sent  back  to  sea  well 
equipped  to  accomplish  repairs  on  board  ship. 

Mr.  Padgett.  I  did  not  mean  to  imply  that  the  individual  officer 
was  permanently  detailed  to  another  organization.  There  would  be 
some  who  would  necessarily  be  withdrawn  from  the  military  opera- 
tions if  a  war  broke  out  and  who  would  be  required  to  remam  in  the 
industrial  work  in  the  yards? 

Admiral  Cone.  Yes,  sir.  Mv  observation  through  the  only  war  I 
have  been  through,  the  Spanish  war,  was  that  the  hardest  billets  to 
keep  filled  with  able  men  and  those  needing  able  men  are  certain 
billets  on  shore  in  the  naval  establishment,  &cause  naturally  exeTv- 
one  wants  to  go  to  sea  on  the  outbreak  of  war.  That  is  where  the 
Secretary  comes  in,  to  make  capable  men  stay  at  the  fitting-out  base. 

The  Chairman.  Secretarv  Long  said  that  the  bureau  chiefs 
actually  wept  to  get  into  the  fight  when  the  Spanish-American  war 
eame. 

Mr.  Dawson.  Right  alons  the  line  of  the  discussion,  this  committee 
is  interested,  of  course,  in  the  highest  possible  efficiency  of  the  fleet, 
but  we  must  also  take  into  consideration  the  question  of  the  expen- 
diture of  pubhc  money,  and  from  that  standpoint  what  can  you  tell 
the  committee  as  to  the  qualifications  of  these  seagoing  officers  in  the 
direction  of  economy  in  the  expenditure  of  public  money  in  the  indus- 
trial pursuits  in  the  yards;  what  qualifications  have  they  in  that 
particular? 

Admiral  Cone.  They  have  very  few  qualifications  at  present,  but  I 
think  the  whole  service  is  alive  to  the  necessity  for  economy  and  I 
think  you  will  find  that  the  officer  in  the  service  a  few  vears  from  now 
will  have  a  great  many  more  ideas  of  economy  than  he  has  now.  I 
think  that  is  due  largely  to  you  gentlemen  here  and  to  Mr.  Meyer, 
and  to  the  fact  that  we  are  thinking  men  and  realize  that  we  can  only 
get  so  much  monoy  out  of  the  nation  for  the  naw,  and  if  we  can  save 
and  build  a  baUlo  sliip  we  are  going  to  do  it.  'fhe  fact  that  some  of 
them  will  have  experience  at  yards  will  help  to  accomplish  economies 
afloat  as  well  as  in  the  yards. 

Mr.  Dawson.  We  must  get  a  dollar  in  return  for  every  dollar  that 
is  appropriated  for  the  navy? 

Admiral  Cone.  As  far  as  they  are  able  to  do  it,  but  I  think  the  line 
officer  is  capable  of  adopting  economical  methods,  and  I  would  like  to 
invite  your  attention  to  the  fact  that  the  appropriation  for  the  Bureau 
of  Steam  Engineering  is  being  cut  down  considerably  and  the  navy  is 
increasing,  which  ought  not  to  be  a  bad  sign. 

Mi .  Dawson.  You  think  the  seagoing  officers,  wliile  their  education 
and  training  has  not  been  in  the  direction  of  handling  industrial 
affairs,  will  acquire  proficiency  in  that  direction? 
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Admiral  Cone.  They  wiU  acquire  certain  proficiency.  They  could 
never  compete  with  a  business  man  who  has  been  up  against  it  all 
his  Uf  e. 

Mr.  Dawson.  Is  there  any  class  of  men  in  the  naval  service  any- 
where who  have  that  industrial  training? 

Admiral  Cone.  None  that  I  know  of,  not  with  economical  in- 
dustrial training.  I  assume  you  mean  by  that  the  constructors.  I 
do  not  tliink  they  are  as  economical  as  we  are.    That  is  my  opinion. 

Mr.  Padgett.  Before  giving  your  opinion  as  to  the  departmental 
side  of  the  proposed  reorganization  scneme,  I  would  like  to  ask  you 
if  the  managers  in  the  German  navy  and  the  English  navy  are  sea- 
going officers  ?  I  understand  they  are  line  officers,  but  are  they  sea* 
going  officers? 

Admiral  Cone.  No,  sir:  they  are  not  seagoing  officers. 

Mr.  Padgett.  In  the  German  navr  they  are  not  seagoing  officers 
at  all,  the  men  who  have  charge  of  the  dockyards? 

Admiral  Cone.  No,  sir;  I  understood  that  was  largely  true  of  the 
English  navy,  too. 

Mr.  Padgett.  If  they  are  not  seagoing  officers  where  do  they  get 
their  experience  in  the  sea  service  that  you  spoke  of  as  being  neces- 
sarv  to  the  efficiency  of  the  officers  in  our  navy? 

Admiral  Cone,  liiey  do  not  get  the  experience  and  that  is  the 
reason  they  said  it  was  impossible  for  us  to  take  the  fleet  around  as 
we  did.  'f  hey  have  not  the  experience  which  the  great  mass  of  their 
hne  officers  say  they  should  have. 

Mr.  Padgett.  Now,  you  can  give  your  opinion  and  explain  the 
departmental  side  of  the  proposed  reorganization. 

Admiral  Cone.  As  I  understand,  that  is  what  this  appropriation 
bill  is  intended  to  do.  It  has  to  do  only  with  the  departmental  side 
of  the  organization. 

The  Chaibman.  We  provide  the  money  here  for  the  repair  of  ships 
ar  '  all  that  sort  of  thing,  and  for  all  the  work  of  the  navy-yards  as 
well,  so  that  this  relates  to  the  department  here  in  Washington  and 
it  relates  also  to  the  navy-yards  all  over  the  country. 

Admiral  Cone.  Yes;  but  I  mean  in  the  way  in  which  this  is  grouped 
here  it  relates  only  to  the  division  of  the  duties  among  the  bureaus 
of  the  department. 

The  Chairman.  We.  make  appropriations  here  for  the  repair  of 
ships  at  the  navy-yards  under  your  bureau  and  under  all  the  other 
bureaus. 

Admiral  Cone.  Yes;  but  it  is  so  arranged,  as  I  imderstand  it,  to 
enable  the  Secretary  of  the  Navy  to  redistribute  the  different  duties 
among  the  different  bureaus.  Isow  under  the  Newberry  system  the 
navy-yards,  while  managed  by  constructors,  were  administered 
largely  by  the  Bureau  of  Construction  and  Repair  at  the  Na\i^  De- 

f)artnient.  Under  the  Meyer  reorganization  the  essential  difference 
rom  the  Newberry  plan  is  that  the  bureaus  have  nothing  to  do  with 
the  administration  of  the  navy-yards.  They  are  admmistered  by 
the  Secretary  and  by  the  commandants  of  the  yards.  I  think  that 
is  the  distinction. 

Mr.  Padgett.  With  the  qualification  that  the  chiefs  of  the  bureaus 
communicate  directly  to  the  commandants? 
Admiral  Cone.  Yes;  that  is  legally  by  the  Secretary. 
The  Chairman.  Under  the  law. 
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Mr.  Padgett.  It  comes  to  that? 

Admiral  Coke.  Yes;  it  comes  to  that. 

The  Chaibhan.  Now,  have  we  covered  all  the  changes,  Admiral,  in 

connection  with  your  bureau — the  changes  in  the  distribution  of 

the  duties  of  the  Bureau  of  Equipment?     lesterdajr  we  had  Admiral 

Mason  here,  and  he  spoke  of  some  of  the  matters  which  went  from  his 

^bureau  to  yours. 

Admiral  Cone.  Yes;  certain  electrical  appliances. 

The  Chairman.  Is  there  anything  from  any  other  bureau  that 
has  been  changed? 

A<lmiral  Cone.  Yes,  sir.  There  is  certain  machinery  transferred 
from  the  Bureau  of  Construction  and  Repair,  anchor  engines,  steer- 
ing engines,  steam  winches,  etc.  It  consisted  chiefly  of  anchor 
engines  and  steering  engines, steam  winches,  and  the  electrical  motors; 
all  electrical  motors,  ammunition  hoist  motors,  turret  motors,  etc. 

Mr.  Butler.  All  the  machinery  manajzed  by  the  Bureau  of  Con- 
struction and  Repair  and  in  the  Bureau  of  Equipment  has  been  trans- 
ferre<l  to  your  bureau  ? 

Admiral  Cone.  Some  has  been  transferred  from  the  Bureau  of 
Construction  and  Repair,  some  transferred  from  the  Bureau  of 
Ordnance,  and  some  from  the  Bureau  of  Supplies  and  Accounts; 
the  machinery  of  coaling  stations  and  considerable  from  the  Bureau 
of  Equipment;  in  fact,  dl  the  machinery  that  was  under  the  Bureau 
of  Equipment.  As  to  this  experiment  station,  the  $3,000  asked  for 
for  the  building  at  the  experiment  station,  an  old  building  there 
which  has  been  fixed  up  for  the  master  mechanic  to  live  in,  has  done 
awav  with  the  necessity  for  the  building  of  a  new  one,  and  the  dredg- 
ing has  been  transferred  to  the  Bureau  of  Yards  and  Docks  from  the 
Bureau  of  Steam  Engineering. 

The  Chairman.  I  see  under  the  estimates  that  the  Bureau  of  Steam 
Engineering  gets  about  $2,140,000  of  the  working  appropriation  of 
the  Bureau  or  Equipment. 

Admiral  Cone.  It  gets  $2,100,000.  Forty  thousand  dollars  of  the 
amount  mentioned  comes  from  the  Bureau  of  Ordnance. 

The  Chairman.  And  the  Bureau  of  Construction  and  Repair  gets 
about  $1,055,000? 

Admiral  Cone.  About  a  million  and  fifty-five  thousand  dollars. 

The  Chairman.  One  million  and  fiftv-five  thousand  dollars.  Now, 
I  see  that  under  the  Bureau  of  Steam  fingineering  you  have  '^  for  iron 
and  other  materials  for  the  manufacture  of  anchors,  cables,  and 
chains,"  whereas  you  have  under  the  Bureau  of  Construction  and 
Repair  *'  for  hemp,  wire,  iron,  and  other  materials  for  the  manufacture 
of  cordage  and  galleys."  What  is  the  line  of  distinction  between 
those?  You  manufacture  some  of  the  things,  and  the  Bureau  of 
Construction  and  Repair  seems  to  manufacture  some  of  the  things. 
They  manufacture  the  rope,  do  they  ? 

Admiral  Cone.  I  imagme  the  line  of  distinction  is  this,  that  chains 
and  anchors  are  manufactured  in  a  shop  that  is  given  over  to  the 
manufacture  of  machinerv  of  the  same  nature  as  a  shop  that  manufac- 
tures machinery,  while  the  manufacture  of  rope  is  more  closelv  akin 
to  the  manufacture  of  blocks — shops  that  are  more  properly  under  the 
hull  division.  I  did  not  draw  this  division  myself)  but  it  strikes  me 
as  being  the  best  way  to  strike  a  division. 
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The  Chairman.  Is  there  anything  that  relates  to  machinery  par- 
ticularly about  the  manufacture  of  anchors  and  chains? 

Admiral  Cone.  Yes,  sir.  They  are  manufactured  in  the  black- 
smith shops,  the  same  as  the  piston  rod  of  an  engine  is  forged. 

The  Chairman.  Would  the  manufacture  of  rope,  wire,  hemp,  and 
these  other  things  also  be  made  by  machinery? 

Admiral  Cone.  Yes;  they  would  be  made  by  machinery,  but  by  a 
different  class  of  machinery. 

The  Chairman.  Is  one  kind  of  machinery  more  particularly  asso- 
ciated witli  your  bureau  than  that  of  the  other  ?^ 

Admiral  Cone.  Yes,  sir.  The  constructors  make  the  blocks  that 
the  ropes  work  in,  and  the  machinery  bureau  will  under  this  make  the 
windlass  under  which  the  chain  works,  and  the  chain  is  made  in  a 
blacksmith  shop  that  could  be  used  for  anything  from  a  piston  rod  to 
a  shaft. 

Mr.  Roberts.  Mr.  Chairman,  I  would  like  to  go  back  a  little  bit  to 
the  question  of  the  education  of  the  constn^ctors.  It  has  beeh  stated 
here  in  committee  that  the  constructors,  after  graduating  at  the 
Academy — those  who  become  constructors  after  graduation  from  the 
Academy — ^liave  a  special  training  given  them.  Formerly  they 
received  that  training  abroad,  but  now  I  think  they  receive  it  at  the 
Massachusetts  Institute  of  Technology  at  Boston,  and  it  has  been 
stated  that  this  post-graduate  course  ^oes  extensively  into  engineerii^ 
and  by  inference  it  is  steam  engineering. 

Admiral  Cone.  Yes,  sir. 

Mr.  Roberts.  So  that  the  argument  is  that  the  constructor,  by 
reason  of  this  post  graduate  course  and  the  superior  instruction  lie 
has  received  in  steam  engineering,  is  better  qualified  to  be  at  the 
head  of  a  navy-yard  than  to  have  a  divided  authority  and  a  line 
ofhcer  who  is  practically  an  engineer  placed  in  charge  of  a  part  of  it. 
Now,  can  you  tell  the  committee  how  much  of  steam-engineering 
instruction  these  constructors  get  in  this  post-graduate  course? 

Admiral  Cone.  No,  sir;  I  can  not.  I  always  supposed  they  went 
to  the  Institute  of  Tecnnology  for  an  advanced  course  in  naval 
architecture.  Since  this  came  out  I  am  told  they  have  a  thorough 
course  in  marine  engineering.  As  to  how  much  it  is  I  do  not  know; 
but  I  do  know  this,  if  they  have  been  thoroughly  educated  in  marine 
engineering  in  two  years,  they  have  not  been  thoroughly  educated 
in  naval  arcliitecture,  for  they  are  different  professions. 

Mr.  Dawson.  I  want  to  ask  a  question  in  regard  to  this  item  of 
$25,000  for  experimental  and  research  work.  The  language  of  the 
estimate  states  that  original  investigation  and  extended  experimen- 
tation in  naval  appliances  is  to  be  done.  I  want  to  inquire  whether 
this  experimentation  is  confined  exclusively  to  naval  appliances 
desi<:ned  and  invented  by  men  in  the  naval  service,  or  whether 
there  is  any  opportunit^r  given  at  that  station  for  the  consideration 
of  the  prod,uct  of  the  private  inventor — the  inventor  in  private  Ufe? 

Admiral  Cone.  That  has  been  expended  almost  entirely  in  experi- 
menting with  machinery  supplies.  It  is  too  small  an  amount  to 
amount  to  anytliiug  in  experimenting  with  machinery.  It  has  been 
expended  almost  entirely  m  the  testmg  and  comparison  of  supplies 
to  be  furnished  the  navy  by  merchants. 

Mr.  Roberts.  Those  motors  for  the  launches) 
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Admiral  Cone.  No,  sir;  that  is  not  expended  here.  That  really 
does  not  cost  much,  and  what  it  does  cost  comes  under  the  appro- 
priation for  maintenance  of  machinery  and  small  boats. 

Mr.  Dawson.  The  question  I  wanted  to  get  at  is  whether  or  not 
tlie  work  that  is  being  done,  or  that  is  to  be  done,  in  this  experiment 
station  will  give  any  epportimity  for  the  navy  to  take  advantage  of 
the  inventive  genius  of  the  man  in  private  life. 

Admiral  Cone.  At  the  present  time  there  is  very  little  opporttmity. 
I  hope  in  time  to  get  the  support  of  you  gentlemen  here  to  develop 
this  experiment  station  into  one  that  could  be  used  practically 
soiely  by  the  engineering  talent  in  the  country,  using  the  officer  sta^ 
tioned  at  this  experiment  station  to  test  and  report  upon  the  value 
of  the  inventions. 

The  Chaibiian^  Do  the  midshipmen  attend  instruction  at  this 
experiment  station? 

Admiral  Cone.  No,  sir;  it  is  not  connected  with  the  Naval 
Academv. 

The  C^IEMAN.  The  only  purpose  and  ider  with  which  we  estab^ 
lished  it  was  that  the  nudshipmen  woidd  have  something  to  do 
with  it.  The  argument  used  by  the  chief  of  bureau  at  the  tune  was 
that  it  Was  to  be  estaUishcKi  down  th^re  for  the  benefit  of  the  mid- 
sldpmen.  I  would  never  have  given  my  consent  in  the  world  to  it 
if  it  had  not  been  so  represented,  so  far  as  I  am  concerned. 

(Thereupon,  at  12.20  p.  m.,  the  committee  adjourned  to  meet 
to-morrow,  January  15,  at  10.30  o'clock  a.  m.) 


CoMMrrTBE  ON  Naval  Affairs, 

House  of  Representativbs, 

Satwrdaxfj  January  IB,  1910. 
The  committee  this  day  met,  Hon.  Oeorge  £.  Foss  (chairman)  pre^ 
siding. 

STATBMBTT   OF   PATMASTEB-OBirERAI   EffSTACE   B.   BOftMtS, 
CHIEF,  BTJmSAU  OF  STJPPUBS  AITD  ACGOTTNTS. 

The  Chaibman.  Gentlemen,  we  have  with  us  to-day  the  Paymaste^- 
General  of  the  Navy,  Admiral  Rogers.  I  wish  to  say  to  you,  Mr. 
Paymaster-General,  that  since  you  were  here  last  we  have  received 
from  the  department  supplemental  estimates  of  changes  to  the 
appropriation  bill,  and  I  would  &st  ask  you  how  these  changes  affect 
your  own  bureau. 

Paymaster-General  Rooers.  They  onlv  affect  the  Bureau  of  Sup- 
plies and  Accounts  by  the  addition  to  the  appropriation  contingent 
ef  certain  parts  of  the  appropriation  of  equipment  of  vessels,  provided 
that  bureau  i»  aboli«%hed,  and  osk  the  assumption  that  coal  and  trans- 
portation is  under  the  Bureau  of  Supplier  and  Accounts,  which,  of 
course,  it  is  not  yet  by  law.  It  divides  the  appropriation,  ''Coal  and 
transportation,"  taking  out  of  it  all  of  that  portion  which  would  pay 
for  tne  maintenance  of  coal  depots  outside  the  yards  and  coaling 
plants  inside  the  yards,  leaving  to  the  Bureau  of  Supplies  and  Accounts 
about  $3,627,000,  or  thereabouts,  which  would  be  tor  the  transpcnrtar- 
tion  and  purchase  of  coal  only. 
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Mr.  BinufiB.  For  the  fleet! 

Paymaster-General  Rooebs.  For  the  fleet;  yes,  sir;  not  for  the 
yards;  it  is  for  steaming  coal  alone;  the  working  appropriations  for 
the  yards  pay  for  the  coal  used  in  the  yards;  that  is,  m  the  industrial 
shops. 

Mr.  BuTLEB.  Coal  for  use  in  the  yards,  except  for  the  fleet,  was 
heretofore  purchased  by  Equipment? 

Paymaster-General  Kooers.  No,  sir.  Coal  for  use  in  the  yards  is 
purchased  by  the  Bureau  of  Supplies  and  Accoimts  for  the  bureaus  of 
xards  and  Docks,  Construction  and  Repair,  Equipment,  Steam 
Machinery — bureaus  which  were  doing- work  in  the  yaras.  They  yeiy 
frequently  use  the  coal  which  has  been  purchased  for  use  of  the  fleet, 
but  in  that  case  the  appropriation  "Coal  and  transportation"  is 
reimbiu'sed  by  the  other  appropriations  usin^  the  coal.  ''Coal  and 
transportation  "  is  only  for  the  steaming  coal  of  the  nayy. 

The  Chairman.  That  is  on  page  16  ofthese  supplemental  estimates  * 
''And  for  the  general  maintenance  of  nayal  coalmg  depots  and  coaling 
plants."    That  is  the  language  to  which  you  refer,  is  it  not! 

Paymaster-General  Rc^ebs.  Yes,  air;  that  is  the  lan^age  to  which 
I  refer.  The  maintenance  portion  of  tnat  has  been  taken  away  from 
the  Bureau  of  Supplies  and  Accx>unts,  or  taken  away  from  "Coal  and 
transportation,"  and  for  the  next  fiscal  year  will  oe  put  under  the 
Bureau  of  Steam  Engineering.  I  only  want  to  make  a  statement  in 
connection  with  that,  rather  for  the  matter  of  record  than  for  any 
desire  to  dissent  from  anything  that  the  Secretary  has  done  in  the 
matter,  that  I  adyise<i  the  Secretary  and  I  further  adyised  this  com- 
mittee at  my  original  hearing  before  it,  not  to  increase  the  appropria- 
tion of  $4,000,000  for  coal  and  transportation^  which  is  $1,000,000 
less  than  it  is  this  year;  while  I  said  at  that  time  there  might  be  a 
deficiency,  I  thought  enough  money  could  be  sayed  to  enable  us 
to  pull  through  on  $4,000,000  during  191 1.  That  was  based  upon 
the  idea  that  we  could  saye  enough  money  in  the  maintenance 
of  coal  depots,  and  whateyer  money  could  be  so  sayed  would  inure 
to  the  credit  of  the  general  appropriation  and  be  used  for  the  pur- 
chase of  stocks  of  coal.  Now,  by  the  Secretary's  i-ecommendation 
the  power  to  saye  that  money  is  taken  away  from  me,  and  the  main- 
tenance of  coal  depots  and  the  cost  thereof  is  transferred  to  the 
Bureau  of  Steam  Engineering.  And  while  I  haye  no  dissent  to  make 
against  that — as  it  is  a  matter  of  administration^  wholly  within  the 
power  of  the  Secretary — I  only  want  to  say  that  it  increases  the  pos- 
sibility of  there  being  a  deficiency  in  coal.  I  only  want  to  make  this 
statement  as  a  matter  of  lecorcL  so  that  in  case  there  is  a  deficiency 
and  I  haye  to  defend  that  denciency  before  the  Committer  on  Ap- 

Eropriations  I  can  state  that  I  prophesied  that  the  probabiUty  would 
e  that  there  would  be  a  deficiency. 

The  Chairman.  Here  is  some  additional  language:  "Water  for  all 
purposes  on  board  nayal  yessels,  including  the  expenses  of  trans- 
portation and  storage  of  the  same."    Where  was  that  proyided  fort 
Paymaster-General  Rogers.  Water  was  and  is  now  m  the  appro- 
priation of  equipment  of  yessels. 
.  The  Chairman.  That  is  transferred  to  your  bureau? 

Paymaster-General  Kooers.  That  is  transferred  to  Supplies  and 
Accounts;  it  is  included  in  coal  and  transportation,  so  as  to  saye 
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making  another  appropriation  for  water  alone  and  without  any  in- 
crease in  money.  Tne  water  last  year  cost  $75,000.  Of  course,  when 
those  estimates  were  made  up  I  stated  to  the  Secretary  that  I  thought 
that  that  could  be  done ;  that  is,  pay  for  water  without  any  added  sum. 
The  water  during  the  previous  year  had  cost  $61,000,  and  I  thought 
that  I  could  do  it,  ana  it  may  be  possible  that  I  may  be  able  to  do  it 
now.  But  it  is  quite  a  burden  to  have  the  possibility  of  saving  on 
the  maintenance  taken  away  and  the  cost  of  water  added  to  coal, 
when  the  actual  purchase  of  coal  during  the  last  fiscal  year  was  over 
four  million  dollars;  but  it  must  be  remembered  that  the  Atlantic 
Fleet  made  its  rotmd-the-world  cruise  from  San  Francisco  to  Hampton 
Roads,  arriving  m  February  of  the  present  year,  and  this  coal  was 
paid  out  of  that  appropriation  without  creating  a  deficiency. 

Mr.  Padgett.  Feoruary  of  last  year,  not  the  present  year? 

Paymaster-General  Rooebs.  February  of  1909;  I  was  thinking  we 
were  still  in  1909. 

Mr.  RoBEBTS.  May  I  ask  the  Admiral  what  this  $75,000  for  water 
covers? 

Paymaster-General  Rooebs.  It  covers  all  the  water  that  is  supplied 
to  the  ships  other  than  drinking  water,  sir. 

Mr.  Robebts.  That  does  not  include  the  water  supply  for  the 
yards? 

Paymaster-General  Rooebs.  No,  sir;  only  for  ships;  the  water  sup- 
plies for  yards  are  paid  out  of  the  appropriations  which  maintain  the 
yards. 

Mr.  Robebts.  This  is  really  water  for  the  boilers  of  the  ships? 

Paymaster-General  Rooebs.  Yes,  sir. 

Mr.  Robebts.  Why  is  it  they  can  not  furnish  their  own  water 
through  their  condensers? 

Paymaster-General  Rooebs.  Because  it  is  too  expensive,  sir.  The 
distilled  water  costs — I  am  stating  only  from  memory — about  a  cent 
a  gfdlon,  and  we  can  buy  water  tor  boilers  suitable  for  the  purpose, 
hundreds  of  gallons  for  a  cent,  and  it  would  be  a  most  uneconomical 
practice  to  use  coal,  which  is  expensive,  as  you  know,  for  the  purpose 
of  distilling  water  when  ordinary  city  water,  which  may  not  be  safe 
for  the  oflBlcers  and  men  to  drink,  would  be  perfectly  safe  to  use  for  the 
generation  of  steam,  though  not  as  good  as  distilled  water,  which  is 
used  to  a  Umited  extent. 

Mr.  Robebts.  Well,  what  appropriation  pays  for  the  drinking  water 
aboard  ship? 

Paymaster-General  Rooebs.  There  is  no  appropriation,  sir,  unless 
we  were  to  use  the  water  I  speak  of  for  drinking  water,  and  if  any  of 
such  water  was  consumed  in  that  way  it  would  be  paid  for  out  of  this 
same  appropriation — "  Equipment  of  vessels  "  now. 

Mr.  Robebts.  Where  do  tney  get  their  drinking  water  aboard  ship? 

Paymaster-General  Rooebs.  It  is  distilled,  sir. 

Mr.  Padgett.  Could  you  put  in  your  hearing  what  the  actual  cost 
of  distilled  water  is  per  gallon? 

Paymaster-General  Rooebs.  I  will  ascertain  it  from  the  Bureau  of 
Steam  Engineerii^,  which  undoubtedly  can  supply  it;  yes,  sir. 

Mr.  Padgett.  I  was  surprised  at  the  statement  that  it  cost  a  cent 
a  gallon. 

raymaster-General  Rogebs.  I  may  be  mistaken  in  that. 
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Mr.  Padgett.  That  is  the  reason  I  wanted  yon  to  put  it  in  accu- 
rately. 

Paymaster-General  Rogers.  I  will  do  so.  I  will  substitute  it  for 
this  statement:  I  think  that  wiU  be  the  best  way  to  do  it.  At  $8 
per  ton  for  coal  distilled  water  costs  one^half  a  cent  a  gallon;  roi^hly 
speaking,  it  requires  H  pounds  of  coal  to  produce  1  giSlon  of  distflled 
water. 

Mr.  Englebright.  In  order  to  have  the  matter  cleared  up,  I 
would  hke  to  ask,  in  connection  with  transportation  of  coal^  as  to  the 
shipment  of  the  coal  in  American  vessels.  We  had  the  subject  before 
us  as  to  the  shipment  of  the  coal  in  the  Pacific  Ocean  in  foreign  vessels* 
What  additional  amount  would  you  need  if  some  of  that  coal  was 
shipped  in  American  vessels? 

Paymaster^eneral  Rogers.  One  hundred  and  seventy-seven  thou 
sand  dollars.     That  is  found  in  my  original  hearing. 

Mr.  Butler.  How  do  you  expect  to  make  a  saving  in  coal  and 
to  provide  against  any  deficieney  that  is  likely  to  occur) 

Paymaster-General  Rogers.  By  using  with  care  the  appropriation 
during  the  present  year,  which  is  $5,000,000,  and  probably  more  than 
we  need,  and  by  haying  a  large  stock  on  hand  tne  Ist  of  next  July, 
all  paid  for  out  of  this  year's  appropriation,  and  by  economizing  out 
of  tne  next  year's  appropriation,  which  is  $1,000,000  less.  The  main 
strength  of  that  situation  is  the  $5,000,000  this  year.  And  I  hope 
that  by  the  30th  of  next  June  to  have  a  big  stock  of  coal  on  hand 
to  carry  us  through  the  year  without  an  additional  sum. 

Mr.  Butler.  Then  you  will  not  be  able  to  make  a  saving  out  of 
the  sum  appropriated  this  year? 

Paymaster-General  Rogers.  I  would  think  it  would  be  impossiUe, 
sir.  And  still,  in  spite  of  this  statement,  I  would  not  advise  the 
committee  to  appropriate  any  more  money;  I  think  I  would  risk  a 
deficiency  rather  than  give  the  department  a  simi  laorger  Iban  it  needsi 
We  really  do  not  know  what  we  need;  we  will  have  these  very  large 
battle  sliips  going  into  commission  next  year,  which  will  consume 
larger  quantities  of  coal;  we  may  have  a  long  over-sea  cruise,  which 
wiU  also  consume  large  quantities  of  coal;  ndbody  can  tell. 

Mr.  Butler.  I  do  not  quite  comprehend  you.  I  understood  yon 
to  say  that  you  would  not  be  wiUing  to  venture  an  opinion  as  to  a^ 
deficiency  with  such  certainty  as  you  did  except  for  tne  transfer  of 
some  of  this  responsibihty  from  you  to  the  Bureau  of  Steam  Engineer^ 
ing? 

Paymaster-General  Rogsrs.  I  said  that  partly,  Mr.  Butler.  In 
mv  other  hearing  I  said  that  there  might  be  a  aefidency,  but  thai 
I  hoped,  by  having  a  large  stock  of  coal  on  hand  and  by  savim  in  the 
maintenance  of  coal  depots,  to  have  no  deficiency,  but  if  we  So,  oDJy 
to  keep  it  to  a  small  amount.  The  point  in  this  is  that  the  Bureau 
of  Steam  Engineering  may  administer  the  handUng  of  the  coal  depots 
in  the  navy-yards  quite  as  well  as  the  paymaster,  but  whatever  is 
saved  in  that  operation  will  go  to  the  benefit  of  the  appropriation  of 
Steam  Engineering,  not  for  the  benefit  of  coal  and  transportation. 
That  is  the  point. 

Mr.  Roberts.  Paynaaster-General,  I  do  not  understand  exactly 
how  anything  you  might  save  on  the  maintenance  of  coal  depote 
could  be  utiUzed  for  the  purchase  of  coal. 
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Paymaster-Geaeral  Roosss.  Because  the  same  appropriation  now 
pays  for  both,  sir. 

Mr.  Roberts.  Even  with  Steam  Engineering  administering  the  coal 
depots  you  still  can  accumulate  large  stocks  oi  coal  there  out  of  your 
five  miUicms  of  tliia  yeart 

Paymaster-Oenersl  Rooebs.  Yes,  sir;  because  it  must  be  consid- 
ered that  it  will  be  administered  as  at  present  until  next  fiscal  year. 
This  plan  of  the  Secretary's  ia  not  to  W  operative  until  the  1st  of 
next  July. 

Mr.  Roberts.  Then,  no  matter  who  controls  the  coal  depots,  you 
could  still  accumulate  stocks  erf  coal  at  those-  stations  ? 

Paymaster-General  Rogers.  Oh,  yes,  in  the  way  indicated. 

Mr.  Roberts.  And  in  any  year  yon  had  the  money  to  buy  the  coal 
with! 

Paymaster-Greneral  Rogers.  Yes,  sir. 

Mr.  Roberts.  So  that  if  you  have  an  appropriation  larger  than  the 
absolute  needs  of  the  year  you  can  still  pay  that  out  for  coal  and  put 
it  at  any  coal  depot  vou  see  fit? 

Paymaster-General  Rogers.  I  can  and  would  do  so,  and  ask  for  a 
lesser  appropriation  the  foUowing  year,  provided  I  made  the  estimate^ 

Mr.  Padgett.  I  want  to  ask  a  question,  growing  out  of  the  ques- 
tion that  was  asked  by  my  colleague  from  California.  You  stated 
that  you  had  estimated  for  $177,000  as  an  additional  appropriation 
if  the  coal  was  carried  in  American  bottoms  inst'Cad  of  foreign  bot- 
toms; I  understand  that  that  additional  appropriation  on^  con- 
templates the  carrying  of  part  of  the  coal? 

Paymaster-General  Rogers.  Sixty  thousand  tons,  sir;  one-third 
of  the  amount  shipped  last  fiscal  year. 

Mr.  Padgett.  That  is  my  recollection. 

Paymaster-General  Rogers.  And  that  is  made  up  at  an  average 
eost  of  all  shipments  under  the  United  States  flag. 

Mr.  Padgett.  Now,  if  you  were  to  cany  all  of  it,  the  whole-three- 
tbirdst 

Paymaster-General  Rogers.  Three  times  that  sum,  sir;  $530,000, 
we  will  say. 

Mr.  Padgett.  Three  times  $177,000? 

Paymaster-General  Rogers.  Yes,  sir. 

Mr.  Macon.  What  does  the  coal  costihe  Government? 

Paymaster-Generid  Rogers.  It  costs  from  $2.40  to  $2.60  a  ton. 

Mr.  Macon.  That  is  the  purchase  price? 

Paymaster-General  Rogers.  Yes,  sir. 

Mr.  Macon.  And  the  carriage  is  about  three  times  that? 

Paymaster-General  Rogers.  The  carrying  runs,  in  foreign  bottoms, 
from  $2.75  a  ton  to  Cavite,  and  $3.35  to  the  Pacific,  through  the 
grain  season,  and  $4.50  when  the  ships  can  not  get  return  cargoes: 
we  are  paying  to-day  $4.50  a  ton  to  transport  the  same  quantity  of  coal 
that  we  paid  $3.35  for  three  months  ago. 

Mr.  Macon.  It  costs  nearly  as  much  to  buy  it  as  to  transport  it! 

Paymaster-General  Rogers.  Not  quite  as  much. 

Mr.  Padgett.  Are  those  prices  for  transportation  in  foreign  or 
American  bottoms? 

Paymaster-General  Rogers.  Those  are  all  foreign. 

Mr.  Padgett.  What  would  it  be  in  American  bottoms? 
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Paymaster-Oeneral  Rooebs.  From  $7.26  to  $8  a  ton,  sir. 

Mr.  BuTLEB.  In  all  seasons? 

Paymaster-General  Roobbs.  In  all  seasons.  That  is  a  fair  state- 
ment. We  have  paid  as  low  as  $7.25  and  as  high  as  $8 ;  at  some  times 
we  have  paid  less.    We  have  paid  as  low  as  $6.50  in  a  sailing  ship. 

Mr.  BuTLBB.  Have  you  answered  the  question  whj  you  do  not 
cany  the  coal  under  sail! 

Pajrmaster-General  Rooebs.  The  time  is  the  main  thing.  We  try 
to  run  our  stocks  as  close  as  possible.  At  this  time  we  have  a  cargo 
under  sail,  proceeding  to  Honolulu. 

Mr.  BuTLEB.  Isn't  it  possible  to  arrange  affairs  so  as  to  take  it  all 
under  sailt 

Paymaster-Oeneral  Rooebs.  We  mi^ht,  sir;  but  we  would  have  to 
have,  perhaps,  a  little  more  human  insight  to  anticipate  our  require- 
ments. 

Mr.  RoBEBTs.  You  speak  of  a  rate  of  $5.50  a  ton  paid  to  sailing 
vessels.    To  what  point  do  you  refer — ^to  Cavite  or  the  Pacific  coastl 

Paymaster-General  Rooebs.  That,  I  think,  was  to  Honolulu,  sir. 

The  Chaibman.  ''Contingent,  Bureau  of  Supplies  and  Accounts: 
For  stationery  for  chaplains  and  for  commanding  and  navigating 
officers  of  ships,  equipment  officers  afloat,  and  for  the  use  of  courts- 
martial  on  board  of  ship" — all  that  language  is  taken  from  the 

Pajrmaster-General  Rooebs.  Equipment  of  vessels,  sir. 

The  Chaibman.  From  the  Bureau  of  Equipment! 

Pajrmaster-Qeneral  Rooebs.  Yes,  sir. 

The  Chaibman.  Then  the  lan^age  is  the  samet 

Paymaster-General  Rooebs.  Yes,  sir. 

The  Chaibman.  The  same  in  every  respect? 

Paymaster-General  Rooebs.  It  is. 

The  Chaibman.  And  imder  this  new  arrangement  it  is  placed  under 
your  bureau? 

Paymaster-General  Rooebs.  Yes,  sir;  it  was  added  as  a  contingent 
to  save  another  appropriation,  which  means  just  so  much  more  book- 
keeping and  accounting. 

The  Chaibman.  I  want  to  ask  vou  first  about  the  accounting  sys- 
tem. I  wish  you  would  give  us  a  orief  statement  as  to  what  has  be^i 
done  in  that  respect  and  when  it  was  started.  I  know  in  a  previous 
hearing  two  years  ago' you  touched  upon  it. 

Paymaster-General  Kooebs.  It  was  a  growth  wluch  came  from  our 
necessities,  and  some  of  us  have  seen  the  need  of  it  for  a  number  of 
years.  After  the  establishment  of  the  new  system  of  subdivision  of 
accounts,  under  subheads,  on  the  Ist  of  July,  1907,  under  mv  jiuis- 
diction  in  the  Bureau  of  Supplies  and  Accounts  we  found  tnat  the 
accounts  were  based  upon  reports  from  yards,  were  made  up  by  many 
people,  and  the  result  was  that  there  were  inequalities  and  errors,  and 
some  activities  were  not  charged  against  the  proper  appropriation. 
We  found  that  instead  of  being  accounting  officers  we  were  simply 
registering  the  reports  of  others  and  summing  them  up  in  totals  tor 
the  information  of  the  department  and  Congress.  The  result  was  a 
rather  uneconomical  form  of  bookkeeping  and  the  conclusion  to  rec- 
ommend to  the  department  the  establishment  of  an  accurate  modem 
sjstem  of  keeping  the  cost  of  work,  and  out  of  that  grew  the  estab- 
lishment of  a  central  accounting  office  with  an  accounting  officer  or 
pay  officer  in  each  yard. 
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The  Chaibman.  When  was  that  done! 

Pajmaster-Oeneral  Rooebs.  With  the  permiBsion  of  the  Secretary, 
two  paymasters  were  sent  to  the  principal  industrial  establishments, 
dvil  and  military,  army  and  navy,  in  the  spring  of  1908.  The  results 
were  reported  to  Secretary  Newberry  in  July,  1908,  and  in  that  report 
was  a  recommendation  for  the  establishment  of  a  central  cost-of-work 
office,  and  a  central  accounting  office  was  then  recommended  to  be  put 
in  operation  after  the  cost-oi-work  system  had  proved  its  utility. 
The  working  out  of  a  plan  for  a  uniform  cost-of-worfc  accounts  was,  by 
ojrder  of  the  Secretary,  commenced  in  September,  1908.  This  was  aU 
under  Secretary  Newberry. .  It  was  ready  in  the  early  spring  of  1909, 
and  would  have  been  put  in  operation  at  that  time  had  not  the  New* 
berry  reoi]ganization  interfered  with  it.  It  was  thought  unsafe  to  put 
in  somethmg  new  at  that  moment,  or  something  so  new  as  this.  The 
"Instructions  relative  to  the  cost  of  work  for  industrial  navy-yards" 
was  drawn  up  primarily  by  Paymaster  Charles  Conard,  attached  to  the 
Pavinaster-(jeneral's  office. 

1  wish  to  give  him  full  credit  for  one  of  the  most  admirable  pieces 
of  accoimting  work  I  have  ever  seen.  It  was  submitted  to  one  of  the 
best  accoimtants  in  the  United  States,  and  he  told  me  that  he  doubted 
whether  there  was  an  accountant  in  America  who  coidd  draw  up  a 
system  of  ascertaining  costs,  complicated  by  so  many  conflicting  ele- 
ments as  this,  complicated  not  by  anything  in  the  system  itself,  but 
by  the  necessity  of  making  it  fit  to  the  plan  of  appropriations  by  Con- 
gress, and  that  was  what  made  the  task  a  very  difficult  one.  It  was 
submitted  to  Naval  Constructor  Taylor,  of  the  Bureau  of  *Construc- 
tion  and  Repair,  a  man  of  great  ability  and  very  hiph  standing,  as 
representing  the  then  only  technical  department  which  existed  in  the 
yard,  the  manager's  department,  and  it  was  after  he  and  Paymaster 
Conard  had  reached  a  conclusion  that  it  was  a  subject  of  conference 
between  the  chief  constructor  and  myself.  The  report  to  the  Secre- 
tary was  si^ed  by  us  jointly,  and  was  approved  by  the  department 
the  25th  of  May,  1909.  The  circular  to  yards  was  dated  June  8, 
1909,  was  issued  to  the  industrial  yards  onlv — that  is,  to  Ports- 
mouth, Boston,  New  York,  Philadelphia,  Norfolk,  Charleston,  Mare 
Island,  and  Puget  Sound — on  June  10,  and  went  into  operation  on  the 
1st  of  July,  1909.  I  only  cite  this  so  as  to  show  that  this  was  a  matter 
which  had  no  relation  to  Mr.  Meyer's  reorganization,  that  it  was  com- 
menced to  be  studied  and  was  initiated  in  the  Bureau  of  Supplies 
and  Accounts  without  even  the  iostructions  of  Mr.  Newberry,  and  it 
was  only  when  we  wanted  orders  to  enable  these  two  paymasters  to 
travel  to  the  western  and  eastern  industrial  establishments  to  study 
their  plants  that  it  became  an  official  matter.  The  general  instruc- 
tions are  contained  in  some  of  the  sections  which  I  will  read  you. 
They  said,  for  instance:  "The  three  ordnance  plants  at  Newport, 
Washington,  and  Indian  Head  are  omitted  for  the  reason  that  the 
system  as  it  stands  at  present  does  not  fully  meet  the  conditions 
there."  "Many  of  the  instructions  contained  herein  are  of  so  general 
a  natiu'e  as  to  permit  the  exercise  of  considerable  judgment  on  the 
part  of  those  carrying  out  the  plan."  It  then  gives  the  plan  by 
which  indirect,  or  overhead,  chaises  were,  for  the  first  time,  carried 
completely  into  the  cost  of  work  at  the  navy-yards. 

Mr.  BuTLBB.  Will  they  be  ascertained  now  I 
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Paymaster-General  Rooerb.  They  are  ascertained,  sir,  in  the  nayy- 
yards  now,  as  nearly  as  possible  on  an  industrial  basis,  such  as  exists 
m  all  civil  establishments  outside  of  navv-yards.  Eveir  activity  of 
the  navy-yards  not  military  is  included  in  the  cost  of  work.  We 
have,  for  instance,  the  military  expenditures,  ''Grounds.  All 
charges  for  grounds,  roads,  walks^  sewers,  gutters,  fences,  walls,  etc., 
not  connected  with  the  industrial  portion.  Quarters  and  offices. 
All  buildings,  including  quarters  of  nonindustrial  character.  Includes 
commandant's  and  captain  of  yards  offices,  dippeneary .  etc. 

"  Water  front.  Water  front  not  devoted  exclusively  to  berthing 
ships  under  repair  or  other  industrial  purposes. 

'^  Official  craft.  Commandant's  launch  and  other  craft  used  for 
purely  mihtary  purposes." 

Mr.  Butler.  Those  are  included  1 

Paymaster-General  Rogers.  Yes,  sir.  "Official  furniture.  Fur- 
niture and  furnishings  of  buildings,  as  specified  above. 

"  Fire  protection.     Proportional  share  of  fire  apparatus. 

"  Telephone  and  telegraph.    Proportional  cost  of  systems." 

"  Official  vehicles,  etc.  Commandant's  teams  and  othere  not  con- 
necloil  with  industrial  establishment."  Those  articles  are  all  directly 
from  tlio  appropriations,  as  provided  in  the  verbiage  therein,  as  pro- 
vided by  Congress;  and  all  other  activities  of  the  yard  are  included 
in  the  cost  of  work.  We  have,  outside  of  this,  shop  expenses,  which 
contain: 

"Supervision.  Wages  of  foremen,  quartermen,  leadingmen,  clerks, 
messengers,  etc.,  employed  in  each  shop. 

"  Fixtures  and  furniture.  Repaira  and  maintenance  of  benches, 
shelves,  furniture,  etc.,  belonging  to  the  shop. 

''Tools.  Cost  of  hand  tools  and  their  repair  and  maintenance,  and 
wi^es  of  men  working  in  tool  room. 

''Machinery.  Cost  of  repairs  and  maintenance  of  all  power  appli- 
ances in  the  shop. 

"Buildings.  Cost  of  minor  repair  and  maintenance  of  shop 
buildings." 

"Miscellaneous.  Labor  and  material  not  chargeable  to  any  of 
above  or  to  output."  Then  the  general  expenses  cover  clerical  force, 
drafting  office,  expense  of  tests  and  inspection,  yard  maintenance,  and 
so  on ;  all  those  articles  which  can  not  be  applied  directly  to  any  job 
which  is  being  performed.  There  are  two  elements  that  enter  into  a 
job— the  direct  labor  and  the  direct  material;  but  there  are  also  all 
sorts  of  other  things.  There  is  the  Ught,  the  heat;  there  is  the  supers 
vision;  there  is  the  fire  protection  and  small  repairs^  such  as  the 
repair  of  a  gutter  or  the  mstallation  of  a  small  electric  wire  or  the 

Cutting  in  of  a  fuse.  Every  one  of  those  articles  are  made  up  in  one 
ulk  sum  during  the  montli,  and  then  they  are  prorated  to  the  work 
in  proportion  to  the  direct  labor  put  upon  the  job,  and  in  that  way 
the  overhead  charges  will  run,  we  will  say,  from  14  to  18  per  cent  up 
to  100  per  cent,  in  proportion  to  the  value  of  the  job  and  the  impor- 
tance of  it.  In  the  digging  of  a  ditch  you  would  ordinarily  have  only 
the  wear  and  tear  on  the  tools  and  its  little  proportion  of  clerical  hire, 
and  so  forth;  power  would  not  be  charged  to  it;  whereas  the  machin- 
ing of  a  delicate  instrument  would  be  of  the  highest  quality  of  work 
done  in  the  navy-yard,  and  that  would  bear  a  hundred  or  more  per 
cent  of  indirect  charges  added  to  the  direct  labor  and  material. 
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'nie  Chaisican.  Ibw  ui  tim  tystom  working  out  now? 

Paymaster-General  Rogebs.  It  is  working  out  admirably,  sir. 

Mr.  BrrrLEB.  In  how  many  yards  has  it  been  installed  f 

Paymaster-Qeneral  Rooess.  It  is  in  eight.  The  work  of  drawing 
up  the  plan  of  cost  accounting  wa3  well  done.  It  has  since  been  sul^ 
mitted  to  rery  critical  exammation  of  the  firm  of  Marwick,  Mitchell 
&  Co.,  which  company  has  been  aiding  us  in  establishing  the  account- 
ing office  at  Boston,  and  there  have  been  practically  no  changes  of 
method  made  in  it;  such  changes  as  have  been  made  are  only  minor. 

The  CifAfWMAy.  I  think,  Mr.  Paymaster-General,  you  are  entitled 
to  a  great  deal  of  credit  yourself,  because  you  started  in  this  matter 
two  or  three  years  ago,  when  you  first  became  Paymaster-General. 

Mr.  EvOLEBBiOHT.  I  would  Uke  to  ask  a  question  about  these  over- 
faead  charges.  Now,  a  navy-yard  is  a  military  establishment  and 
to  a  considerable  extent,  the  work  fluctuates.  For  instance,  you  may 
have  a  shop  that  is  using  its  full  force  of  foreman,  quarterman,  and 
other  special  employees,  and  then  again  you  may  have  a  month  when 
there  would  practically  be  no  work  going  on  in  that  shop. 

Paymaster-General  Rooebs.  We  nave  anticipated  that,  sir,  by 
establishinjg  a  rule  that  will  be  a  guide  in  the  future,  after  we  have 
had  expenence,  our  idea  being  that  after  about  two  years  of  opera- 
tion we  will  be  able  to  tell  very  accurately  as  to  what  the  overliead 
charges  will  be,  so  as  to  apportion  them  throughout  the  year.  An 
establishment,  as  a  navy-yard  must  be—one  where  the  work  is  not 
constant  whereas  the  expenses  are — and  in  which  the  overhead 
charges  are  at  times  disproportionate  to  the  work,  must  distribute 
these  charges  throughout  the  year,  so  when  little  work  is  being  done 
a  portion  of  the  overhead  charges  accumulating  during  that  time  will 
be  apportioned  to  the  next  period  when  the  work  is  being  done. 
That  will  be  a  matter  entirely  of  experience.  The  fleets  go  to  the 
vards  mainly  in  May,  June,  and  July,  and  in  September,  October,  and 
November,  and  the  other  portions  of  the  year  are  months  of  more  or 
less  inactivitv,  where  the  overhead  charges  would  mount,  but  those 
six  months  of  the  year,  when  the  fleet  is  in  the  vard,  will  be  compelled 
to  bear  a  portion  of  the  overhead  charges  of  the  other  six  months 
when  the  activities  of  the  yard  are  lessened. 

Mr.  Robebts.  Then  we  are  to  understand  that  at  present  there  is 
no  fixed  percentage  of  overhead  charges? 

Paymaster^General  Rooebs.  It  is  impossible  to  ascertain  a  fixed 
percentage  at  present. 

Mr.  Robebts.  But  you  anticipate  that  in  time  experience  will 
demonstrate  a  certain  fixed  percentage? 

Paymaster-General  Rooebs.  In  time,  yes,  sir;  so  that  in  case  we 
find  a  certain  shop  which  has,  for  instance,  a  fixed  overhead  charge 
in  Boston  and  we  have  developed  a  fixed  overhead  charge  for  a 
similar  shop  in  Norfolk,  and  we  find  one  greater  and  the  other  less, 
the  administration  of  the  Navy  Department  will  be  able  to  tell  why 
it  is  greater  in  one  case  or  why  it  is  less^  and  whether  it  would  be  profit- 
able to  send  any  particular  job  to  thjs  yard  or  to  that  yard. 

Mr.  Robebts.  We  have  been  told,  if  x  am  not  in  error  in  my  recol- 
Jection,  that  under  this  cost-accounting  system  there  was  a  fixed 
p^centage  of  overhead  charges,  proportioned  to  the  work  in  the 
several  yards,  and  that  percentage  was  the  same  in  all  the  yards, 
and  that  one  of  the  benefits  of  this  system  was  that  we  could  corn- 
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pare  very  accurately  the  relatiye  cost  of  the  same  classes  of  work  in 
the  several  yards. 

Paymaster-Oeneral  Rogers.  That  is  one  of  its  main  values. 

Mr.  Roberts.  It  has  not  reached  that  stage  as  yet. 

Paymaster-Greneral  Rogers.  No,  sir;  not  yet. 

Mr.  Roberts.  Let  me  ask  another  question,  Mr.  Paymaster-Gen- 
eral: How  much  additional  cost  to  the  Government,  in  the  way  of 
clerical  assistance  or  expenses  of  any  other  character,  has  this  system 
brought  over  that  whicn  existed  before  it  was  installed? 

Paymaster-General  Rogers.  So  far  there  has  been  no  expense  and 
we  hope  that  in  the  future  the  expense  may  be  less  than  it  nas  been, 
because  we  have  not  taken  a  new  set  of  clerks  for  this  work,  but  have 
taken  over  the  clerks  employed  in  the  manufacturing  departments 
for  the  same  purpose.  The  only  expense  likelv  for  the  future — ^it  is 
still  a  matter  for  the  future — ^is  where  we  find  an  ordinary  clerk  of 
the  navy-yard  is  not  equal  to  the  compUcated  work  that  we  will  have 
to  do,  and  I  anticipate  that  in  the  course  of  a  year  or  so  I  wiU  have 
to  ask  Congress  to  allow  the  department  to  employ  highly  skilled 
accountants,  such  as  exist  in  civil  life  in  chaige  of  cost  work  offices, 
such  men  to  be  paid  from  $2,500  to  $3,500  or  $4,000  a  year.  But 
with  that  exception  there  has  not  been  $1  of  increased  expense, 
and  I  expect  we  will  be  able  to  save  more  than  enough  to  pay  for  this 
skilled  laoor  that  we  may  need. 

Mr.  Roberts.  Have  you  heard  any  statement  or  any  criticism  or 
complaint  that  this  new  cost-keeping  system  is  delaymg  the  work 
in  the  yards  or  is  bringing  about  more  red  tape  or  more  expense? 

Paymaster-General  Rogers.  No;  I  have  not. 

Mr.  Roberts.  I  have  heard  that  criticism  made  and  I  wanted  to 
know  what  there  is  in  it  if  I  could  find  out. 

Paymaster-General  Rogers.  Well,  there  is  no  question,  Mr. 
Roberts,  that  it  is  more  complicated  and  more  elaborate  than  any- 
thing that  has  preceded  it,  and  will  reauire  more  exact  work  and  more 
care  to  carry  it  out ;  if  that  will  delay  tne  work,  it  is  because  the  clerks 
have  not  yet  been  trained  up  to  the  point  where  they  can  do  this 
work  in  a  shorter  time  than  it  was  done  before. 

Mr.  Roberts.  Isn't  there  a  feature  of  this  cost-keeping  sjrstem, 
Mr.  Paymaster-General,  that  goes  beyond  the  clerical  part,  or  your 
bookkeeping  part,  beyond  your  department  down  to  the  worlonen 
themselves?  Under  this  system,  if  I  am  correctly  informed,  the 
master  mechanic,  the  quarterman  or  leading  man,  or  the  man  in 
charge,  and,  perhaps,  every  workman  on  the  particular  job,  has  a 
lot  of  tags  or  memoranda  that  he  must  make  out  as  he  goes  along, 
which  are  turned  in  to  somebody  above  him  and  which  finally  reacn 
your  department  for  the  purpose  of  fijguring  out  the  cost. 

Paymaster-General  Rogers.  That  is  a  fact,  sir. 

Mr.  Roberts.  Do  you  think  the  man  at  the  bench  is  much  delayed 
in  his  work  by  this  system? 

Paymaster-General  Rogers.  No,  sir.  This  is  taken  from  the  most 
modem  industrial  establishments  and  has  been  in  operation  at  the 
navy-yards,  Washing^ton  and  Mare  Island,  and  was  m  operation  at 
those  yards  before  this  cost-of-work  order  came  into  exis^nce. 

Mr.  Roberts.  I  am  inclined  to  think  the  criticisms  I  have  heard 
comes  from  that  end  of  the  proposition;  from  the  men  at  the  bench| 
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who  claim  there  is  more  red  tape  introduced  in  the  actual  performance 
of  the  wor^  than  heretofore  existed. 

Paymaster-Oeneral  Rogebs.  It  is  quite  true,  but  I  would  not  call 
it  red  tape. 

Mr.  RoBEBTS.  I  am  only  giving  the  expressions  which  came  to  me, 

Paymaster-Oeneral  Rooebs.  It  exists  commercially,  and  it  is  the 
men  Keeping  their  own  time;  but  it  results  in  accuracy  and  the  checks 
are  O.  Bf.'d  by  the  foreman  before  they  go  to  the  cost-of-work  office;  it 
enables  us  to  keep  a  check  which  we  have  never  been  able  to  keep 
before. 

Mr.  BuTLBB.  On  whatf 

Paymaster-Oeneral  Rooebs.  On  the  time  employed  and  the  proper 
distribution  of  time. 

Mr.  Robebts.  I  am  inclined  to  believe  that  if  in  the  making  out  of 
these  checks  or  slips  or  reports  the  mechanics  are  taken  away  from 
the  actual  performance  of  their  work  the  benefits  would  far  out 
weigh  that  little  cost. 

Paymaster-Oeneral  Rooebs.  It  does.  Of  course  there  will  be 
complaints  as  to  any  innovations  or  any  chaniges.  There  will  be  indi- 
viduals who  undoubtedly  will  complam,  ana  there  will  also  be  indi- 
viduals who  do  not  understand;  but  that  would  also  be  true  as  to  any 
system  that  might  possibly  be  devised  by  man. 

Mr.  KiTCHiN.  What  is  included  in  the  overhead  charges? 

Paymaster-Oeneral  Rooebs.  There  are  two  sorts  of  overhead 
charges — the  expenses,  which  include  supervision,  fixtures,  and  furni- 
ture; repairs — tnat  is,  tools — cost  of  hand  tools,  machinery;  cost  of 
machinery  and  cost  of  maintenance  of  all  power  appliances,  buildings, 
cost  of  repair  and  maintenance  of  shop  buildings,  and  miscellaneous 
repairs  and  materials  not  chargeable  to  any  of  the  above.  Then  there 
are  general  expenses,  which  include  clerical  force  in  the  main  offices, 
drawing  office;  expenses  of  tests  and  inspections;  yard  machinery, 
such  as  the  maintenance  of  cranes,  hoists,  and  other  yard  appliances 
not  chargeable  to  any  shop;  yard  maintenance,  fire  protection,  tele- 
phone and  telegraph,  office  expenses,  yard  craft — that  is,  craft  engaged 
m  industrial  work  only — handling  stores,  dry  •  docks,  care  and 
maintenance  "of  dry  docks,  marine  railways,  pumps,  caissons,  and 
miscellaneous  appurtenances  when  not  in  use  for  docking  ships;  build- 
ings, minor  repairs  and  maintenance  of  all  buildings  necessary  to  the 
industrial  plant  and  not  chargeable  to  any  shop  expenses  account. 

Mr.  Robebts.  Nothing  for  depreciation  though? 

Paymaster-Oeneral  Rooebs.  The  question  of  depreciation  will  re- 
qture  an  act  of  Congress  to  bring  it  into  proper  operation.  In  the 
one  complete  accounting  office  which  we  have  progress  has  been  made 
toward  a  condition  of  the  accuracy  we  are  aiming  at,  and  the  ques- 
tion of  depreciation  and  insurance  are  included  in  the  cost  of  work 
on  paper.  We  ultimately  hope  to  bring  that  to  such  a  condition 
that  we  will  be  able  to  actually  include  it  and  save  enough  by  depre- 
dation and  insurance  out  of  each  annual  appropriation  to  put  a  fund 
at  the  disposal  of  the  Congress  or  of  the  department  to  keep  up  the 
activities  of  the  yards;  that  is,  to  keep  up  the  betterments  of  the 
yards  exactly  as  it  is  done  in  the  industrial  plants.  That  is  a  matter 
which  can  exist  only  on  paper;  at  present  it  does  exist  on  paper  in 
the  Boston  Navy- Yard. 
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The  Chairman.  We  received  this  letter  from  the  Secretary  oa 
January  3 — I  do  not  know  whether  you  have  seen  it  or  not? 

Paymaster-General  Roqebs.  Yes,  sir. 

The  Chaibman.  This  recommends  that  the  appropriation  **Contin' 
gent,  navy,  1911 ,"  be  increased  by  $30,000  for  the  purpose  of  installing 
a  central  accounting  system  in  the  navy-yards  at  £ioston  and  New 
York.     I  think  we  will  have  that  letter  spread  in  the  records: 

osntbal  acoountzno  bt8tem,  navy-ta&ds,  boston  and  nbw  yqxk. 

Navy  Department, 
Washington^  January  5, 1910, 
Sis:  The  department  has  engaged  the  servicee  of  expert  accountants  in  connection 
with  the  inatallation  of  a  central  accounting  system  at  the  navy-yards  at  Boston  and 
New  York.    The  results  obtained  at  the  former  vard  have  been  such  as  to  wairant  the 
department  in  extending  it  to  other  yards.    The  expenses  of  this  installation  have 
amounted  to  about  $20,000  during  the  fiscal  year  1909,  and  a  further  $10,000  or  $12,000 
will  be  necessary  at  the  New  York  Navy- Yard.    These  moneys  have  been  paid  out 
of  the  available  funds  of  the  Navy  Department,  and  are  probably  all  that  cao  be  spared 
during  the  current  fiscal  year,  and  as  the  department  thinks  it  vital  that  these  offices 
shoula  be  extended  to  omer  yards  as  fast  as  possible  it  recommends  that  the  appro- 
priation "Contingent,  navy,  1911,"  be  increased  by  $30,000  for  that  purpose,  wnich, 
added  to  the  stmi  which  can  probably  be  spared  from  that  appropriation  it  the  amount 
is  not  reduced  under  that  of  the  present  fiscal  year,  it  is  believed  will  be  sufficient  to 
extend  this  work  to  the  other  industrial  yards  in  the  United  States,  leaving  its  exten- 
sion to  the  smaller  vards  and  to  those  in  the  insular  possessions  for  another  nscal  year. 
The  department  believes  that  the  expenditure  of  this  amount  of  money  will  be  fully 
justified  by  the  large  economies  which  will  be  brought  about. 
Respectfully, 

G.  V.  L.  Meyer, 

Secretary  of  the  Navy. 
Hon.  Gborob  Edmund  Fobs, 

Chairman  Committee  on  Naval  Affavn,  Bouse  of  Representatives, 

Paymaster-General  Rogers.  Well,  the  purpose  of  that  communi- 
cation is  to  continue  the  employment  of  these  skilled  accountants. 
It  must  be  remembered  that  tlus  is  a  very  compUcated  matter  and 
that  the  pay  officers  of  the  navy,  who  have  only  studied  it,  as  we  have, 
for  several  years,  can  not  possioly  compete  with  or  expect  to  have  the 
knowledge  of  men  who  have  spent  their  lifetime  in  it,  and  we  felt  the 
absolute  necessity  of  bringing  to  our  work  the  criticism  and  help  of 
skilled  accountants  from  civil  life,  not  for  the  purpose  of  carrying 
out  or  drawing  or  putting  into  operation  any  new  scheme,  but  for  the 
purpose  of  checking  our  work  and  of  building  upon  existing  condii- 
tions  a  structure  which  would  stand  the  test  or  actual  experience. 
Under  the  conditions  we  did  not  hke  to  ask  Congress  for  additional 
money,  because  we  did  not  know  whether  this  experiment  was  goi 
to  be  a  success ;  so,  with  the  permission  of  the  Secretary,  we  expends 
out  of  the  ^  Contingent,  Navy,''  last  fiscal  year  about  $20,000,  which 
is  the  cost  of  the  appraisal  and  the  installment  of  the  accounting 
office  at  the  Boston  yard.  From  that  we  learned  a  great  deal.  We 
have  secured  from  the  Secretary  an  allotment  out  of  ^'Contingent, 
Navy,''  for  the  present  year,  for  installing  a  much  larger  office  and 
for  solving  a  mucli  more  clifficult  problem  at  New  York,  of  only  $7,000, 
and  I  hope  to  finish  it  inside  of  $10,000.  We  have  learned  enough 
out  of  our  Boston  experience  to  save  $10,000  to  the  Gk)vemment, 
acid  we  hope  to  ha^e  learned  enough  by  the  time  we  have  finished  the 
New  York  office  (with  the  he  Ip  or  such  sums  as  can  be  secured  from 
the  regular  appropriation,  '*Contmgent,  Navy/'  which  I  estimate  at 
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about  $12,000  BBxt  year,  aad  with  the  addition  of  this  $30,000)  to 
complete  the  industnal  vards  of  the  country. 

The  Chaibmak.  Is  this  $30,000  included  in  these  estimates? 

Paymaster-General  Hogers.  No,  sir;  that  is  additional. 

Mr.  BiOBEBTS.  This  is  an  initial  expense  and  not  an  annual  expense? 

Paymaster-General  Rogebs.  No,  sir;  an  initial  expense  which  is 
only  for  this  purpose,  and  it  is  lessening.  I  hope  when  we  reach  the 
final  yard  we  will  not  need  any  accountants  at  all,  but  will  have  enough 
skill  among  ourselves  to  do  it  without  any  added  expense  to  tne 
Government. 

Mr.  Roberts.  Will  any  portion  of  the  installation  need  replacing  as 
the  years  go  on? 

Paymaster-General  Rogers.  Not  unless  we  later  put  in  computing 
and  calcinating  machines,  which  are  expensive.  We  have  not  yet 
seen  the  necessity  for  it,  but  if  we  find  a  machine  in  the  market  which 
will  save  us  monev  we  should  not  hesitate  to  ask  for  money  to  buy  it. 

Mr.  Butler.  Then  you  do  anticipate  that  within  your  own  corps 
you  may  have  received  sufficient  instruction  and  assistance  from  tne 
outside  to  do  all  this  work  yourselves? 

Paymaster-General  Rogers.  I  hope  when  we  have  finished  the 
expenditure  of  that  $30,000,  to  whicn  wUl  be  added  such  sums  as  the 
Secretary  can  spare,  we  will  be  in  such  a  position  that  we  need  not 
ask  for  more,  and  if  we  do  that  I  want  to  sav  that  it  will  be  a  remark- 
ably economical  operation.  •  A  charge  of  $100,000,  $150,000,  or 
$200,000  is  not  at  all  uncommon  for  the  establishment  of  these  cost 
of  work  offices  in  the  great  industrial  establishments  of  this  country. 
I  understand  the  General  Electric  Company  at  Schenectady  has 
already  paid  $300,000*  the  Dominion  Coal  Company  paid  this  very 
firm  $50,000,  and  the  vVestinghouse  Company  at  jPittsburg  have  paid 
$100,000,  and  we  will  have  accomplished  this,  if  we  do  accomplish 
what  I  hope,  at  a  cost  of  only  $30,000,  more  than  Congress  gave  us 
for  ordinary  expenses.     It  is  at  a  cost  of  about  $74,000  all  told. 

ilr.  Padgett.  Mr.  Paymaster-General,  io  the  Engineeriog  Maga- 
zine of  January  10  there  is  an  editorial  which  I  suppose  was  sent  to 
each  member  of  the  committee,  and  I  notice  that  m  speaking  of  the 
proposed  reoi^anization  it  says:  "Remembering  the  result  of  the 
consolidation  of  storehouses,  which  has  been  administered  for  years 
by  the  Pay  Corps,  and  how  instead  of  reducing  the  expense^s  it  has 
increased  them,  we  can  hardly  be  unduly  optimistic  as  to  any  great 
saving  as  the  result  of  the  cost  accounting.''  I  would  like  to  ask 
your  opinion  as  to  that  statement  and  what  you  have  to  say  in  refer- 
ence to  that  criticism  in  that  article. 

Paymaster-General  Rogers.  I  am  very  glad  of  an  opportunitv  to 
make  a  statement,  sir,  because  I  have  a  letter  on  my  desk  now,  which 
is  not  quite  completed,  to  the  editor  of  that  magazine,  asking  him  to 
bring  forward  any  proof  he  has  for  that  statement.  The  statement  is 
absolutely  imwarranted  and  without  basis  for  this  reason:  The  present 
consolidation  of  stores  was  established  by  Mr.  Whitney  in  1886:  at 
that  time  everj  storehouse  of  equipment,  ordnance,  construction, 
steam  engineermg,  had  its  own  stores  and  they  kept  those  stores  in 
perpetuity;  there  might  be  a  large  stock  of  metals  in  tlie  possession, 
for  mstance,  in  the  steam  machinery  storeliouse,  and  the  construction 
bureau  might  be  buving  at  that  very  moment  those  very  metals,  but 
they  could  not  get  them  from  the  other  storehouses,  they  being  bureau 
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property.  Mr.  Whitney  broke  that  up  and  established  what  is  known 
as  tne  general  storekeeper  system,  taking  over  all  of  those  stores  in 
1886.  in  1890  Congress  passed  a  law  providing  that  stores  bought 
for  the  navy  were  not  to  be  the  property  of  any  one  bureau  but  to  be 
for  the  use  of  the  navy  in  general.  Mr.  Whitney  put  the  storehouses 
under  the  control  of  pay  officers;  they  took  seyeral  years  to  get  the 
plan  working;  thej  have  spent  twenty  years,  from  1889  up  to  about 
the  present  time,  in  developing  and  studying  the  matter.  And  I  will 
here  claim,  for  tne  pay  corps,  that  there  is  no  finer  piece  of  work  ever 
accomplished  than  the  storehouse  consolidation  that  has  been 
effected  by  them.  There  exists  to-day  no  figures  for  the  cost  of  the 
old,  separate  bureau  storehouse  sj'^stem,  and  there  is  no  possible 
means  of  making  a  comparison.  My  opinion,  after  many  vears  spent 
in  storehouses,  is  quite  as  good  as  that  of  the  editor  of  the  fingineering 
Magazine.  I  state  the  opinion — and  I  can  state  nothing  less — that 
the  present  system  is  very  largely  less  expensive  than  a  separate  store- 
house system  must  be,  from  tne  mere  statement  of  the  case.  Neither 
he  nor  I  can  state  facts,  because  there  exists  no  figures  upon  which  to 
base  facts,  and  nothing  but  an  opinion  can  be  stated.  Is  there  any- 
thing further  as  to  that? 

Mr.  PADGETr.  I  noticed  the  criticism  and  I  wanted  to  call  it  to  your 
attention  so  that  it  would  appear  in  the  hearings. 

The  Chairman.  Mr.  Paymaster-General,  you  are  in  favor  of  con- 
solidations evidently. 

Paymaster-General  Roqers.  Very  strongly,  sir. 

Mr.  Roberts.  Consolidation  of  storehouses? 

Pavmaster-General  Rogers.  I  am  in  favor  of  consolidation  of 
storehouses,  of  bureaus,  of  yards,  of  everything,  in  the  navy;  I 
believe  it  makes  for  economy  and  for  better  administration;  I 
believe  in  the  end  it  will  result  m  makin^:  us  a  much  better  navy  than 
we  have  now.  Mr.  Chairman,  if  you  will  permit  me  just  a  moment,  I 
would  like  to  read  you  a  letter  that  I  wrote  to  Admiral  Swift,  which 
will  show  you  how  the  cost  of  work  oflBce  became  the  central  account- 
ing office. 

The  Chairman.  Can  not  we  put  that  in  the  hearings? 

Paymaster-General  Rogers.  It  is  only  about  two  paragraphs,  sir. 
I  want  to  state  to  you  how  the  central  accounting  office  came  to  be 
established  at  Boston. 

The  Chairman.  Suppose  we  put  that  into  the  hearings. 

Paymaster-General  Rogers.  I  would  rather  read  it  because  it 

[)ertains  to  this  point,  and  it  is  only  aparagraph  or  two.  The  estab- 
ishment  of  a  central  accounting  office  was  recommended  to  Mr. 
Newberry  in  July,  1908.  It  was  independently  recommended  by 
Admiral  Goodrich  on  November  17,  1908.  On  January  1,  1909, 
Secretary  Newbeny  replied  that  it  was  as  yet  too  soon  for  the  estab- 
lishment of  such  an  office.  Out  of  this  grew  plans  for  the  office,  and 
when  Mr.  Meyer  became  Secretary  we  were  ready  whenever  we  had  a 
favorable  opportunity.  The  Leutze  board  met  on  June  1,  1909.  I 
was  out  of  Washington,  and  I  returned  Saturday.  June  6.  On  June  7 
I  heard  a  rumor  that  the  Leutze  board  was  ordered  to  report  on  a 
central  accounting  office.  On  June  10  I  saw  Secretary  Meyer  and  I 
asked  him  as  to  the  tnith  of  this  rumor,  and  he  stated  to  me  that  he 
had  instructed  this  board  to  so  report  to  him,  and  that  the  board  had 
stated  that  the  subject  was  entirely  too  large  for  it  to  undertake  on 
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short  notice,  and  that  he  had  instructed  Admiral  Swift  to  look  into  it. 
I  said^  "Mr.  Secretary,  has  any  one  informed  you  that  the  Bureau  of 
Supphes  and  Accounts  has  ready  plans  for  a  central  accounting  office  ? " 
He  said,  "No,  have  you?"  He  asked  what  was  to  be  done,  and  I 
requested  him  to  write  a  personal  letter  to  Admiral  Swift  and  I  would 
send  a  paymaster  at  once  to  Boston  in  order  to  confer  with  him. 
Paymaster  Conard  was  ordered  by  the  department  to  proceed,  and  he 
bore  a  personal  letter  from  Mr.  Meyer  and  this  letter  from  me  to 
Admiral  Swift,  which  tells  the  story: 

In  converaation  with  Secretary  Meyer  this  momixig  I  told  him  that  I  had  understood 
that  a  board  waa  sittins  at  the  Waahington  Navy-l^d,  oart  of  whose  duties  were  to 
report  on  the  subject  of  a  yard  accounting  system.  I  told  him  that  that  matter  had 
been  under  consideration  for  some  time  and  had  been  considerably  canvassed,  and 
that  preparation  for  two  years  had  been  going  on  looking  toward  the  ultimate  estab- 
lishment of  such  a  system.  He  did  not  know  that,  and  informed  me  what  were  the 
circumstances  and  your  connection  therewith,  and  what  the  board  finally  stated,  and 
su^^ested  that  I  go  right  to  Boston  to-night  to  talk  with  you;  but  I  told  him  that  I 
hiM  already  askea  for  orders  to  Paymaster  Conard,  and  arranged  the  matter  for  him. 
He  thereupon  wrote  a  letter  to  you,  of  which  Mr.  Conard  is  the  bearer,  so  it  may  go  to 
you  by  direct  mail. 

This  matter  of  establishing  a  central  accounting  office  in  each  navy-yard  under  a 
paymaster,  or  otherwise  trained  accountant,  came  up  fully  two  years  ago  in  conversa- 
tion  between  mvself  and  Mr.  Newberry.  I  talked  with  Mr.  Newberry  on  the  subject, 
and  also  with  Admiral  Goodrich,  and  sent  two  officers  to  the  various  yards  and  industrial 
establishments  to  study  up  the  system  of  cost  keeping.  Sometime  in  November  last 
Admiral  Goodrich  asked  permission  to  establish  a  central  accounting  bureau  in  the 
navy-yard,  New  York,  ana  in  connection  with  it  a  system  of  cost  keeping  to  be  in  that 
bureau  for  the  various  manufacturing  departments.  I  told  Mr.  Newberry  that  I 
thought  the  time  was  not  yet  ripe  for  it,  ana  he  agreed  with  me  and  directed  me  to  go 
to  work  and  make  a  system  of  cost  keeping,  which  would  at  least  be  uniform,  to  go  into 
operation  the  1st  of  January — afterwards  postponed  to  the  1st  of  February — of  this 
year.  I  later  told  him  that  it  was  impossible  to  get  up  a  proper  system  in  the  time  given 
me.  By  that  time  I  found  he  had  concluded  to  put  into  operation  his  consolidated  man- 
ufacturing department,  and  so  the  question  lapsed;  but  I  continued  the  work  in  con- 
junction with  Naval  Constructor  Taylor,  and  a  uniform  cost  system,  which  is  to  go  into 
operation  the  Ist  of  July,  was  approved  by  the  Assistant  Secretary  of  the  Navy  on 
May  25,  and  the  orders  therefor  go  out  to-day.    A  copy  is  inclosed. 

Now,  that  is  the  story  of  the  establishment  of  the  central  accounting 
office.  I  only  wanted  to  call  attention  to  the  fact  that  this  plan  was 
formulated  before  Mr.  Meyer  became  Secretary  and  independent  of 
all  reorganization,  as  an  absolute  necessity  for  what  I  conceived  to 
be  the  good  of  the  service,  and  that  the  plan  was  all  determined  upon 
and  the  cost-of-work  accounts  were  in  actual  operation  before  the 
order  for  the  Boston  board  was  issued. 

The  Chairman.  It  was  recommended  by  the  Leutze  Board,  was  it? 

Paymaster-General  Rogers.  The  cost-accoimting  system  was  not; 
a  central  accounting  office  was. 

The  Chairman.  They  did  not  specify  your  system. 

Paymaster-General  Kooers.  No,  sir;  they  did  not  know  anything 
about  my  plans. 

The  Chairman.  You  were  not  a  member  of  that  board,  were  you! 

Paymaster-General  Rogers.  No,  sir.  I  want  to  say  this,  that  when 
the  matter  was  explained  by  me  to  Mr.  Meyer  he  took  hold  of  it  imme- 
diately, and  that  he  has  j2:iven  us  support  and  countenance  and 
pushed  it  in  every  wayj  he  has  done  everything  possible  to  make  it 
a  success.  And  in  sayms;  this  I  simply  want  to  put  into  my  own 
bureau  the  credit  that  belongs  there,  out  without  taking  any  credit 
away  from  the  Secretary,  for  without  Mr.  Meyer's  sympathy  it  never 
could  have  been  a  success  at  all. 
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The  Chaibhan.  Was  thig  subject  considered  bj  the  Sperry  Board 
at  all? 

Faymaster-Oeneral  Rogsbs.  No,  sir. 

The  Chaikman.  The  accounting  system? 

Paymaster-General  Rogers.  No,  sir;  it  has  not  been  considered 
by  anyone  except  the  paymasters  up  to  the  time  of  its  startinsr, 
except,  as  I  stated,  the  recommendation  for  the  trial  of  such  an  office 
by  the  Leutze  Board  in  June,  and  a  recommendation  some  years  since 
by  Admiral  Harrington. 

,  (At  12  o'clock  noon  the  committee  adjourned  to  meet  at  10.30 
o'clock  a.  m.,  Monday,  January  17,  1910.) 


Ck>MMrrTEE  ON  Natal  Affairs, 
House  of  RepreserUoHves,  Monday,  Jarmary  17,  1910. 
The  committee  met  at  10.30  o'clock  a.  m.,  Hon.  George  E.  Foss 
(chairman)  presiding. 

STATEMENT  OF  PATlCASTEB-GElfEBAI  EXTSTACE  B.  BOOEBS— 

Continued. 

The  Chairman.  During  the  hearing  of  the  Chief  of  the  Bureau  of 
Yards  and  Docks  a  question  arose  about  cutting  out  the  words  in 
"Maintenance,  Yards  and  Docks,"  about  light  and  power  plants  and 
about  the  cost  of  these  plants  being  somewhat  less  in  the  future  than 
in  the  past.  The  committee  did  not  understand  it,  and  Admiral 
HoUyday  could  not  explain  it.  Could  you  throw  any  light  on  tho 
subject? 

Paymaster-General  Roqebs.  Yes,  sir.  Under  the  law  the  installa- 
tion of  power  plants  is  under  the  jurisdiction  of  the  Bureau  of  Yanls 
and  Docks,  and  that  bureau  has  maintained  such  plants  as  it  has 
built,  though  there  have  been  other  power  plants  erected  and  main- 
tained by  other  bureaus  before  the  consolidation.  All  of  these  plants 
were  turned  over  to  the  consolidated  manufacturing  department  for 
operation  under  Mr.  Newberry's  plan.  Under  Mr.  Meyer's  plan  they 
are  to  be  operated  by  the  new  engineering  department,  and  it  was 
originally  proposed  to  turn  over  $450,000  from  '^  Maintenance,  Yards 
and  Docks,"  to  "Steam  Machinery"  for  the  purpose.  When  the 
proof  sheets  of  the  amended  estimates  came  to  me  I  discovered  this 
and  pointed  out  to  the  department  that  it  was  not  right  that  this 
should  be  done,  as  the  entire  cost  of  the  industrial  part  of  the  power 
plants  is  borne  in  the  cost  of  work  coming  in  under  the  indirect  charges, 
as  explained  to  you  on  Saturday,  leaving  "Maintenance,  Yards  ana 
Docks  "  to  bear  the  military  charges  of  Ught,  heat,  and  power;  that  is, 
the  lighting  and  heating  of  all  the  offices  and  the  streets  outside  of  the 
industrial  part  of  the  yard.  The  cost  of  this  would  be  about  $200,000 
per  annum,  leaving  $2.50,000  which  could  be  cut  out  of  the  appropri- 
ation *^ Maintenance,  Yards  and  Docks,"  as  the  expenses  of  the  power 
plants,  as  stated,  will  be  borne  by  all  the  mechanical  departments 
using  power.     Is  that  clear? 

The  Chairman.  Yes. 

Paymaster-General  Roqers.  I  beheve  that  is  all  there  is  to  say» 
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The  Chaibman.  I  want  to  ask  first,  Paymaster-General,  what  serv- 
ice you  have  had  in  the  navy,  both  afloat  and  ashore? 

Paymaster-General  Rogers.  I  am  within  a  few  weeks  of  complet- 
ing thirty-one  years  of  service,  sir.  I  entered  the  navy  in  March, 
1879.  About  fourteen  years  have  been  spent  at  sea  and  the  balance 
on  shore,  and  of  the  time  on  shore  about  two  years  and  three-quarters 
have  been  unemployed,  and  of  the  imemployed  portion  two  years  were 
during  my  first  five  years  of  service,  when  the  number  of  pay  officers 
was  larger  than  the  activities  of  the  navy  called  for.  That  leaves 
about  fourteen  years'  shore  duty,  of  which  about  eight  have  been  in 
navy-yards  and  the  balance  in  the  office  of  the  Paymaster-General — 
throe  years  as  subordinate  under  Paymaster-General  Stewart  in  the 
early  nineties  and  three  years  as  Paymaster-General.  My  duty  in 
the  yards,  which  is  the  most  important  duty  I  have  had,  has  been 
entirely  connected  with  manufacturing  and  material.  I  have  never 
been  paymaster  of  the  yard,  I  have  never  been  paymaster  of  a  receiv- 
ing ship,  I  have  never  been  purchasing  paymaster,  which  deals  with 
money  only,  and  of  my  shore  service  five  years — two  terms,  or  a  term 
and  a  portion  of  one  term — I  have  been  in  charge  of  the  naval  clothing 
factory  at  New  York.  The  balance  of  the  time  has  been  as  assistant 
to  the  general  storekeeper  and  as  general  storekeeper. 
.    The  Chairman.  What  yards  have  you  served  inf 

Paymaster-General  Rogers.  Only  Boston  and  New  York.  At 
New  York  I  took  the  clothing  factory  on  my  second  term,  in  1900. 
\Vhen  it  was  turning  out  about  5,000  garments  a  month.  I  shoula 
say  to  you  that  all  the  clothing  for  the  enlisted  men  of  the  navy  is 
made  at  the  clothing  factory  of  tjtie  navy-yard  at  New  York,  and 
the  navy  was  then  increasing  at  a  rapid  rate,  and  when  I  got  up  to 
about  10,000  garments  per  month  I  found  that  the  organization  of 
the  factory  was  wholly  inadequate;  that  the  cost,  instead  of  being 
reduced  by  increased  output,  was  being  increased  in  the  factory  cost, 
and  I  then  made  an  entire  reorganization  of  the  naval  clothing  fac- 
tory. The  factory  was  reorganized  from  the  floor  up.  All  the  ma- 
chinery was  taken  out  and  put  on  the  scrap  heap — it  was  obsolete — 
and  new  machinery  put  in.  The  result  was  we  reduced  the  factory 
cost  by  one-half,  and  before  I  left  there  we  averaged  over  31,000 
garments  a  month,  raising  the  value  of  the  output  of  the  factory 
from  about  $100,000  a  year  to  $850,000  annually,  and  since  then, 
with  this  same  organization,  that  has  been  more  than  doubled,  we 
have  produced  74,000  garments  a  month  for  a  year,  at  a  cost  of  about 
$1,500,000.  To  accomplish  this  I  had  to  study  the  organization  of 
the  navy-yards.     I  did  so,  spending  months  m  the  navy-yard  de- 

Sartments.  I  have  studied  all  the  clothing  factories  at  Newbur^h, 
[.  Y.,  at  Rochester,  and  in  New  York  City,  and  I  claim  that  while 
I  am  not  an  expert  manager  of  a  shop  or  of  a  factory,  my  knowledge  of 
such  matters  is  much  more  than  superficial. 

The  Chairman.  I  remember  that  before  the  committee  about  two 
years  ago,  before  the  Newberry  plan  was  ever  heard  of,  to  my  knowl- 
edge, and  when  the  committee  was  groping  along  in  a  way  toward 
consolidation,  Paymaster-General  Kogeis  expressed  his  views  on  a 
reorganization  plan  at  that  time  which  I  think  rather  impressed  the 
committee. 

Paymaster-General  Rogers.  That  was  in  December,  1907,  and 
after  m)"  hearing  upon  the  bureau  estimates  was  over  Mr.  Ilobson 
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asked  me  a  question,  as  to  what  I  thought  about  navy  reorganization. 
I  turned  it  off  laughingly.  I  said  to  you  that  it  would  be  unfair 
and  would  injure  me  if  you  should  call  me  first  on  so  important  a 
matter  as  that,  because  I  am  supposed  to  represent  a  nontechnical 
and  nonmanufacturing  bureau;  in  fact,  I  do.  If,  however,  after  you 
had  heard  the  chiefs  or  other  bureaus,  you  wished  my  opinion,  I  would 
be  glad  to  sive  it.  You  asked  me  if  1  would  answer  tne  committee's 
question  informally,  and  for  an  hour  you  questioned  me.  At  that  time, 
and  that  was  over  one  year  before  Mr.  Newberry  formulated  his  plans, 
I  stated  to  you  that  my  eiroerience  isx  the  yards  had  led  me  to  the 
inevitable  belief — a  belief  I  have  held  for  more  than  ten  years — that 
the  only  logical  solution  of  the  navy-yard  administration  was  the  con- 
solidation of  all  the  mechanical  departments  into  one  under  the  naval 
constructors,  they  being  the  best  instruments  that  the  Government 
had  at  hand  for  that  purpose.  That  is  the  opinion  I  have  held  for 
more  than  ten  years. 

The  Chairman.  As  a  result  of  your  observation  and  experience 
in  the  navy-yards? 

Paymaster-Greneral  Rogers.  Yes,  sir.  I  have  found  in  every 
yard  in  which  I  have  been — and  I  Knew  very  intimately  two  yards, 
Boston  and  New  York — the  construction  departments  have  been  the 
best  managed,  the  best  run,  the  best  equipped  departments  in  the 
yard,  barrmg  none.  They  were  better  than  our  own.  the  general 
storekeeper's  department.  The  claim  has  been  made  that  they 
were  extravagantly  run.  I  do  not  know  whether  they  were  or  were 
not.  But  I  looked  at  their  results,  in  the  management,  in  the  effici- 
ency, and  in  that  oi^anization,  which  has  made  American  shops  the 
model  of  the  world,  the  very  organization  which  has  enabled  us,  with 
our  high-paid  labor  in  this  country,  to  compete  with  every  nation  in 
the  world  and  to  show  that  the  output  per  unit  of  products  was 
actually,  in  labor  cost,  less  than  it  was  in  countries  where  labor  is 
paid  one-half  what  it  is  paid  here.  That  is  due  absolutely  to  Ameri- 
can shop  management  and  the  use  of  machinery,  as  everyone  of  us 
knows,  and  that  prevailed  to  a  remarkable  degree  in  the  construction 
shops  and  did  not  prevail  in  the  other  shops. 

Mr.  Padqett.  Mr.  Chairman,  I  would  like  to  ask  the  Paymaster- 
General  a  ciuestion  or  two.  We  have  had  three  boards,  I  believe, 
that  have  investigated  different  phases,  or^  perhaps,  some  of  them 
lapping  the  same  phase  of  this  reorganization  plan,  the  Sperry,  the 
Leutze,  and  the  Swift  boards,  have  we  not? 

Paymaster-Greneral  Rogers.  Yes,  sir. 

Mr.  Padgett.  The  committee  would  Uke  to  have  your  opinion  as 
to  the  measures  or  changes  as  recommended  by  the  Swift  Board,  so 
far  as  they  affect  the  conduct  of  the  navy-yards,  and  especially  with 
a  view  to  the  organization  of  the  navy-yards,  both  in  time  of  peace 
and  in  time  of  war,  how  these  changes  would  work. 

Paymaster-General  Rogers.  As  the  committee  knows,  the  organi- 
zation that  was  recommended  by  the  Swift  Board  is,  with  some 
exceptions,  in  operation  to-day,  but  after  a  good  many  years  of 
service,  and  of  pretty  active  service,  I  am  compelled  to  say — ^a  mat- 
ter which  I  can  no  more  resist  than  I  can  resist  any  other  mental 
attribute  that  I  may  possess — that  I  have  an  opinion  upon  the  sub- 
ject.   The  situation  m  which  I  am  put  is  rather  a  aelicate  one, 
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because  I  am  sorry  to  say  I  am  not  in  sympathy  with  the  reorganiza- 
tion as  proposed  oy  the  Swift  Board.  But,  as  I  have  already  told 
the  Secretary,  I  do  not  see  that  that  opinion  in  the  slightest  degree 
interferes  with  my  loyalty  and  my  faith  to  him.  I  stated  to  him 
only  four  days  ago  that  1  considered  it  absolutely  within  my  power 
to  carry  out  in  my  office  all  his  orders  whether  I  agreed  with  him  or 
not,  but  that  he  could  not  control,  nor  I  control,  tne  opinions  I  had 
formed,  based  upon  my  experience,  and  that  those  opmions  several 
members  of  the  committee  had  told  me  they  wished  to  near,  and  that 
I  wished  to  express  them,  and  he  told  me  I  could  do  so  entirely  upon 
my  own  responsibility,  but  using  my  common  sense.  So  that,  what- 
ever I  may  say,  I  have  no  desire  whatever  to  criticise  the  Secretary 
any  more  than  that  I  may  mention  my  being  out  of  accord  with  some 
of  the  measures  he  proposes. 

Mr.  BuTLEB.  Botn  tne  Newberry  and  the  Meyer  plans  tend  toward 
what  we  call  OTcater  economy? 

Paymaster-General  Rogebs.  Yes,  sir.^ 

Mr.  BuTLEB.  You  differ  with  what  is  known  as  the  Meyer  plan 
because  you  think  that  it  w^ould  not  reach  such  economical  results 
and  so  much  efficiency  as  the  Newberry  plan? 

Paymaster-General  Rogers.  I  have  no  means  of  knowing  whether 
the  Meyer  plan  would  result  in  any  economy  or  not,  taking  the  plan 
as  evolved  oy  the  Boston  Board  and  leaving  out  the  question  of  the 
accounting  office.  This  accounting  office,  as  I  pointed  out  to  you  on 
Saturday,  preceded  any  knowledge  that  I  had  of  the  Swift  Board. 
It  was  in  actual  operation  before  tne  orders  for  the  Swift  Board  were 
issued.  I  also  stated  then  that  I  had  not  the  slightest  desire  to  take 
away  from  the  the  Secretary  or  from  Admiral  Swift  all  credit  that 
belongs  to  them,  the  Secretary  for  knowing  or  perceiving  that  I  had 
a  plan  that  was  worthy  of  consideration,  Admiral  Swift  for  backing 
up  that  plan  and  helping  to  make  it  a  success.  That  I  freely  ana . 
frankly  stated,  and  I  stated  it  in  my  annual  report.  But  at  the 
same  time  I  claim  and  believe  that  there  woula  have  been  great 
economy  under  any  plan  with  this  accounting  office,  not  so  much 
that  the  accounting  office  is  going  to  produce  m  itself  economy,  but 
it  is  goine  to  show  up  hidden  expenditures  that  never  have  been 
shown  before,  which  nobody  coula  see  beyond  perceiving  that  the 
expenditures  were  too  large. 

Mr.  BuTLEB.  I  have  never  heard  the  usefulness  of  this  accounting 
plan  questioned. 

Paymaster-General  Rooebs.  No. 

Mr.  BuTLEB.  I  think  it  has  been  approved  by  everybody. 

Paymaster-General  Rogers.  It  has,  I  believe;  oh,  yes.  But  there 
is  no  question  that  the  measures  of  the  Secretary  will  undoubtedly 
produce  economy.  If  the  Secretary  is  very  carenil,  as  he  says  he  is 
going  to  be,  in  the  selection  of  men,  even  under  his  own  scheme  it 
would  produce  economy,  provided  the  man  is  the  right  man.  He 
has  established  a  department  of  inspections,  something  which  the 
navy  has  needed  thirty  years  or  more,  and  which  we  paymasters  have 
had  in  operation  for  twenty  years  in  our  own  corps.  We  claim  the 
reason  for  most  of  our  own  economy  is  that  we  have  had  two  traveling 
inspectors  who  would  come  down  on  people  disbursing  cash  or  in 
manufacturing  departments,  and  the  general  storekeepers^  without 
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notice.  They  have  criticised  unsparingly  what  they  have  found 
there  and  given  the  bureau  a  chance  to  straigchten  out  defects.  So 
that  as  imitation  is  the  sincerest  flattery^  and  as  the  pajrmasters 
were  quite  twenty  years  ahead  in  this  matter  of  inspection,  I  fully 
believe  in  this  inspection,  provided  it  is  worked  out  properly  and  pro- 
vided they  can  produce  the  experts  to  properly  criticise. 

The  Chairman.  Now  you  may  ask  your  question  again,  Mr. 
Padgett. 

Pavmaster-General  Rogers.  I  understand  it,  Mr.  Chairman.  My 
belief  that  this  organization,  as  reported  by  the  Swift  Board,  is  an 
impossible  one  in  time  of  war  is  based  upon  severtd  elements.  First, 
in  time  of  war  there  is  no  question  about  it  that  the  most  important 
as«et  the  Government  has  is  the  educated,  trained,  enthusiastic, 
•patriotic  line  officer.  That  man  has  been  trained  by  the  CJovemment 
for  one  specific  purpose,  perhaps  for  one-half  hour,  maybe  for  one 
single  shot  out  of  a  13-inch  gun.  The  Government  has  spent  $20,000 
to  educate  that  man  at  the  Naval  Academy  as  a  boy.  It  has  a  big 
investment  in  him.  It  is  paying  a  very  high  rate  of  interest  to  keep 
that  man  trained  for  one  smgle  moment,  the  supreme  moment  of 
battle.  To  say  that  that  man  can  be  supinely  put  in  any  shop,  in  any 
yard,  under  any  circumstances,  is  to  negative  everything  that  the 
navy  has  ever  done;  it  is  an  insult  to  the  man,  and  he  himself  would 
tell  you  so.  Admiral  Cone,  in  his  statement  here  before  this  com- 
mittee the  other  day,  stated  that  the  Secretary  must  compel  line 
officers  to  stay  in  the  yard  to  carry  out  its  work.  The  Secretary  can 
not  do  it,  and  he  will  not  do  it.  The  duty  of  that  man  is  to  be  on  the 
firing  line,  and  he  will  tell  you  he  should  be  there. 

Mr.  Butler.  In  time  of  war. 

Paymaster-General  Rogers.  I  am  speaking  only  of  time  of  war. 
Here  is  a  big  engineering  department  being  built  up  in  a  navy-yard, 
.taking  away  from  the  Biu'eau  of  Construction  and  other  bureaus 
everything  to  do  with  the  machinery  of  every  kind  except  the  coffee 
mill  and  in  the  clothing  factory.  No  matter  how  small  the  machine, 
that  machine  goes  to  this  department.  It  combines  in  itself  the  ola 
departments  of  all  of  steam  engineering  and  all  of  ordnance  and  all 
of  equipment,  considerable  of  construction,  all  construction  machine 
shops  as  they  existed  before,  and  instead  of  being  in  the  proportion 
of  about  one-half  the  energies  of  the  yard,  as  the  steam  engineering 
and  the  other  departments  were,  because  construction  had  something 
more  than  one-half  under  the  old  scheme,  and  all  under  the  Newberry 
scheme — it  takes  to  itself  probably  two-thirds  of  the  energies  of  the 
yard.  That  is,  again,  a  training,  not  for  time  of  peace,  not  to  repair 
a  ship  in  May  or  m  September,  before  its  summer  cruise  or  its  winter 
cruise.  It  must  reach  its  highest  degree  of  development  so  that 
when  the  stroke  of  war  comes  that  department  is  in  the  proper 
condition  of  efficiency. 

This  plan  provides  for  what?  It  provides  very  beautifully,  and 
with  good  intent,  unquestionably,  for  building  up  a  big  department 
in  the  yard  to  be  useful  in  time  of  peace,  to  tram  these  olKcers  for 
their  duties  in  time  of  war.  Let  us  admit  that  may  be  true.  But 
we  may  say,  on  the  other  hand,  it  may  not  be  necessary  for  them  to 
have  this  training  in  that  particular  way.  If  they  are  anxious  for 
it,  if  it  is  necessary,  they  can  receive  it  any  place.  Thev  can  go  to 
a  private  yard  and  receive  it.     They  can  go  into  the  construction 
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Adp  and  receive  it,  if  they  wish  to.  A  war  comes^  and  what  happens? 
Every  one  of  those  men  who  is  worth  anything  will  put  in  an  immedi- 
ate application  to  ^o  to  sea,  and  the  Secretary  must  send  him  there. 
He  can  make  all  the  resolves  he  pleases  in  the  quiet  of  his  office  in 
time  of  peace,  but  he  has  to  send  those  men  there  because  the  navy 
needs  every  man  who  has  ever  had  any  experience  in  the  navy,  must 
take  them  from  civil  life  if  they  have  resigned  or  retired  from  the  navy. 
It  needs  every  man  who  is  in  health  to  go,  every  man  from  the  mer- 
chant marine  who  can  possibly  be  of  service,  because  this  war  with 
Spain  was  a  mere  summer  holiday  in  comparison  with  what  we  are 
preparing  for  and  what  some  day  we  may  nave  to  meet;  and  to  say 
that  we  are  going  to  build  up  this  department  which,  when  in  the  time 
of  its  hi^est  demand,  when  in  time  of  war  a  lame  fleet  comes  in,  or 
when  we  are  working  twenty-four  hours  a  day,  and  to  say  that  these 
men  must  g;o  to  sea,  woula  leave  this  department  where?  In  the 
hands  of  retired  officere.  it  is  said.  Where  are  you  going  to  get  capa- 
ble retired  officers?  Every  available  officer^  whetner  ne  is  on  the 
retired  list  or  not,  will  be  sent  to  sea,  and  this  organization  must  go 
to  pieces,  and  the  result  must  be  disaster,  and  can  not  be  otherwise — 
I  am  stating  my  opinion  only.  That  is  the  reason  I  am  opposed  to 
the  building  up  of  this  big  engineering  department  in  the  navy-yard. 

Now,  on  the  other  hand,  let  us  admit  that  the  mechanical  education 
and  knowledge  of  machines  is  necessary  for  the  line  officers.  I  per- 
sonally think  it  is.  The  British  service  does  not  think  it  is,  and  tliey 
have  no  line  officers  in  their  dockyards  in  such  positions. 

Mr.  BtJTLER.  Have  they  not  an  enrineer  corps? 

Paymaster-General  Rogers  They  have  a  separate  engineer  corps. 
Of  course  I  am  speaking  of  line  officers.  The  line  officers  think  it  is 
necessary.  Let  us  admit  it  is;  and,  more  than  that,  I  believe  it  is, 
and  the  chief  constructor  believes  so  also.  We  have  the  Newberry 
system  in  operation,  and,  as  I  have  already  stated  to  you,  I  have  for 
ten  years  believed  that,  with  certain  elements  added  to  it,  which  I 
will  bring  up  later,  it  is  the  logical  organization  of  the  navy-yard. 
The  Une  officers  will  tell  you  they  can  not  serve  with  the  naval  con- 
structor, because  the  naval  constructor  is  a  staff  officer,  and  the  next 
step  to  that  is  a  military  command,  because  the  law  says  that  staff 
officers  shall  give  commands  only  to  staff  officers  of  his  own  corps. 
That  is  the  personnel  act.  But  it  has  also  had  the  sanction  of  imme- 
morial custom,  whereby  no  officer  in  the  navy  can  give  an  order  to  a 
line  officer  except  a  line  officer.  A  paymaster  can  give  an  order  to  a 
paymaster,  a  constructor  can  give  an  order  to  a  constructor,  a  civil 
engineer  can  give  an  order  to  a  civil  enrineer,  a  doctor  can  give  an  order 
to  a  doctor,  but  none  to  one  of  the  otner  corps. 

Mr.  Butler.  That  is  the  law  of  the  navy? 

Paymaster-General  Rogers.  That  is  the  law  of  the  navy,  as  inter- 
preted, and  is  its  custom. 

Mr.  Butler.  But  not  of  the  line,  of  course.  It  is  simply  a 
regulation? 

ray  master-General  Rogers.  No,  sir;  it  is  the  law. 

Mr.  Butler.  Statute? 

Paymaster-General  Rogers.  A  statute  law. 

Mr.  Butler.  That  does  surprise  me — that  Congress  ever  mad  such 
a  law. 
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'    Paymaster-General  Rooebs.  Congress  can  undo  it,  sir,  and  that  is 
one  of  the  arguments  I  want  to  make  this  morning. 

Mr.  Dawson.  Can  a  line  officer  give  orders  to  a  staff  officer? 

Paymaster-General  Rogers.  Yea^  sir;  the  Une  officer  can  give 
orders  to  every  other  officer  in  the  navy,  and  he  is  the  only  officer  in 
the  navy  who  can. 

To  carry  this  out  logically,  we  are  brought  up  against  a  very 
extraordinary  condition.  For  instance,  the  personnel  act  provided 
that  engineers  above  a  certain  rank  should  be  put  upon  shore  after 
reaching  the  grade  of  commander,  and  should  perform  engineer  duty 
only.  That  did  not  give  them  the  right  to  command,  although  they 
are  in  law  line  officers,  and  they  wear  the  gold  star  on  their  sleeves, 
which  indicates  the  Une  officer.  Now,  we  might  have,  for  instance, 
such  a  thing  as  this,  which  might  happen  at  anv  time:  An  old 
engineer  officer,  trained  as  an  engineer^  is  m  charge  of  the  shop  in  one 
of  the  yards.  A  man  younger  than  himself,  who  entered  the  service 
some  years  afterwards,  ana  a  line  officer,  is  ordered  as  his  senior 
assistant.  It  happened  that  the  commandant  and  the  captain  of  the 
yard  were  out  of  tne  j^ard  at  the  same  time,  and  the  command  should 
devolve  upon  the  senior  man.  The  senior  man  is  the  engineer,  who 
could  not  command,  because  the  law  forbade  him  from  doing  so,  and 
his  first  assistant  becomes  the  acting  commandant  of  the  navy-yard, 
with  the  power  to  give  orders  to  the  nian  who  is  his  senior  in  the  shop. 

Paymaster-General  Rogers.  Let  me  take  you  one  step  further. 
That  is  not  the  worst  part  of  it.  Another  tmng,  the  line  officers— 
and  please  let  me  say  one  thing,  no  one  in  the  country  has  a  greater 
admiration  for  the  Une  officer  tnan  I  have;  I  have  served  with  him 
for  over  thirty  years — the  best  friends  I  have  in  the  navy  are  in  the 
Une,  not  in  the  construction  corps.  I  have  not  a  word  to  say  against 
him — but  when  he  assumes  that  because  he  is  a  Une  officer  he  must 
command  everything  ashore  I  can  not  agree.  I  stand  absolutely  for 
the  organization  afloat,  just  as  it  is,  without  the  sUghtest  change. 
The  Une  officer  is  an  absolute  necessity  there;  he  must  be  in  command. 
It  does  not  make  any  difference  how  many  staff  officers  he  may  have 
who  are  senior  to  him,  the  Une  officer  must  have  the  command  there. 
But  extending  that  organization  ashore  brings  him  into  contact  with 
civiUan  conditions  which  are  very  different,  and  he  must  yield  to 
them,  but  he  will  not.  His  solution  of  this  question  is  to  make 
constructors  and  paymasters  Une  officers.  I  have  said  to  Une  officers 
in  personal  conversation  that  such  a  thing  as  that  is  absolutely 
impossible;  that  it  would  absolutely  destroy  what  is  the  comer  stone 
of  the  Pay  Corps,  its  esprit. 

To  put  a  star  on  my  sleeve  would  not  make  me  a  line  officer,  and 
I  could  not  be  whitewashed  in  that  way.  If  thev  do  this,  and  if  the 
constructors,  who  are  all  graduates  of  the  Naval  Academy,  and  the 
paymasters  are  made  line  officers,  then  it  would  be  possible  for  the  line 
oflScer  to  go  into  the  construction  shop  under  a  naval  constructor, 
into  the  general  store  and  serve  under  a  paymaster,  and  yet  he  can 
not  to-day  go  into  that  same  shop  and  into  tnat  same  store  and  serve 
under  the  constructor  or  the  paymaster,  because  he  says  it  is  beneath 
his  dignity  and  he  says  it  is  against  the  law  and  he  can  not  break  the 
law.  It  is  against  the  law  as  interpreted  and  it  is  against  the  custom 
The  solution  for  that,  in  my  opinion,  is  this — to  make  the  navy-yard 
under  the  command  of  the  Ime  officer,  as  it  must  be.     He  must  control 
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everything  that  is  purely  military  in  the  navy.  But  to  extend  that 
condition  to  an  industrial  shop,  which  has  its  parallel  in  every  State 
and  county  in  this  country,  and  say  that  is  a  military  conmiand,  is, 
to  my  mind,  illogical.  I  think  that  if  Congress  will  examine  this 
matter  and  will  secure  the  testimony  of  line  officers,  as  well  as  of  staff 
officers,  it  will  reach  such  decision  and  that  it  will  enact  into  law  the 
fact  that  a  shop  is  purely  an  industrial  concern,  and  that  it  is  not  a 
command,  and  that  corps  rank  must  not  determine  its  organization. 
TTie  reason  for  that  is  this:  You  have  a  dozen,  we  wiU  say,  very  highly 
trained  line  officers  who  have  made  machinery  their  specialty,  i  ou 
put  those  men  in  the  shop,  and  we  ought  to  have  the  benefit  of  their 
experience.  To  say  that  the  United  States,  which  is  paying  those 
men  for  the  best  service  they  can  possibly  give,  shall  not  have  the 
service  of  those  men  in  that  shop  on  account  of  some  purely  artificid 
matter  of  rank  is,  to  my  mind,  also  illogical. 

In  the  organization  of  the  yard  under  the  Newberry  system,  if  the 
line  officer  really  wants  to  learn  machinery,  the  shop  is  there  and 
the  Navy  Department  will  not  state  to  him  that  he  can  not  do  this  if 
he  wishes  to,  because  a  few  have  already  done  it  anyhow,  and  I 
think  it  is  possible  to  reorganize  the  navy-yards  on  that  basis,  and 
what  we  also  need,  in  my  opinion,  in  the  navy-yards  is  a  considerable 
leaven  of  civilian  employees.  We  need  men  who  have  been  trained 
as  railway  storekeepers,  men  who  have  been  trained  as  shop  managers 
and  as  mechanical  engineers,  because,  although  men  may  be,  as 
the  engineers  of  the  Atlantic  fleet  were,  highly  efficient  men  for  run- 
ning their  engine  rooms,  where  they  had  dso  another  trained  set  of 
men  subordinate  to  themselves,  warrant  machinists  to  help  them — 
not  that  I  want  to  state  that  they  were  not  better  acquainted  with  it 
themselves,  or  that  the  warrant  officers  were  not  fully  acquainted 
with  it;  they  divided  it — that  does  not  make  them  skilled  in  a  pro- 
fession which  is  something  very  much  higher  than  that  of  a  ship's 
engineer,  the  highly  specialized  calling  of  a  shop  manager  running  a 
big  shop  employing  all  the  way  from  a  few  hundred  to  4,000  men. 
There  are  many  line  officers  who  are  quite  capable  of  efficiently  run- 
ning such  shops,  but  they  claim  the  control  of  the  shops  not  because 
they  are  fitted  for  it  by  education  and  training,  but  because  they  are 
line  officers,  and  that  is  the  trouble  and  that  is  what  I  consider  the 
fallacy  of  the  whole  matter. 

Mr.  Padgett.  Now,  Mr.  Paymaster-General,  just  there;  you  spoke 
a  moment  ago  of  the  shop  as  industrial  purely. 

Paymaster-General  Rogers.  Yes,  sir. 

Mr.  Padgett.  Without  expressing  my  opinion,  but  for  the  purpose 
of  submitting  the  question,  is  not  that  the  other  swing  of  the  pendu- 
lum from  the  military,  and  could  there  not  be  a  combination  in  which 
the  military  feature  and  the  industrial  feature  could  be  combined  so 
that  the  line  officer  could  have  his  experience  and  instruction  in  the 
shop  and  at  the  same  time  the  shop  could  be  conducted  along  indus- 
trial lines? 

Paymaster-General  Rogers.  I  think  that  the  shop  ought  to  be 
conducted  on  purely  industrial  lines.  I  think  also  the  men  who  are 
in  charge  of  the  shop  should  go  to  sea  to  a  certain  extent,  and  be  hi 
touch  with  the  sea.  I  think  some  of  the  naval  constructors  should 
go  to  sea;  and  I  think  the  chief  constructor  thinks  so  too. 
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Mr.  Padgett.  The  idea  I  wanted  to  get  at  wta  the  neoeasity  of  t]M 
engineer  oilicerB  in  the  line  coming  into  the  shop. 

Paymaster-General  Booebs.  The  only  thing  that  preyents  thein^ 
Mr.  Padgett,  from  coming  into  the  shop  under  the  Newberry  phm  is 
this  fact  that  they  can  not  serye  under  a  nayal  constructor  because 
the  shop  is  a  military  conamand,  with  the  n&yal  constructor  at  the 
head  of  it.     That  is  what  prevents  it. 

Mr.  Padgett.  How  would  you  remedy  Uiatt 

Paymaster-General  Rogers.  I  would  remedy  that  by  wiping  out 
all  corps  considerations  in  the  management  of  the  shop^  absolutely. 

Mr.  Padgett.  So  when  they  step  ashore  and  come  into  the  shop 
there  would  be  neither  staff  nor  linet 

Paymaster-General  Bogebs.  Neither  staff  nor  line  in  the  admin- 
istration of  the  shop.  They  would  bear  their  military  relations  to 
the  military  head  of  the  yard,  the  commandant,  and  tney  would  do 
eyery thing  that  is  military  in  their  relations  in  a  matter  that  was 
not  purely  industrial — a  board,  a  court-martial,  precedence,  a  recep- 
tion to  the  Secretary  of  the  Nayy;  anything  of  tiiat  land.  The 
ordinary  precedence  of  the  nayy  must  not  be  destroyed  *  it  must 
stand  exactly  as  it  is,  and  the  line  officer  has  his  proper  place  in  it. 
But  all  I  mean  to  say  is  that  the  expenses  of  the  nayy  are  being 
increased,  the  red  tape  of  the  nayy  is  augmented,  Uie  cost  of  eyery 
administration  is  being  increased,  and  must  be  by  this  iocreaang 
militarism  which  is  obtaining  in  the  Nayy  Department  and  in  the 
yards.  The  line  officers  haye  asked  for  this  for  years  and  years,  and 
they  firmly  and  thoroughly  belieye  in  it. 

Mr.  Padgett.  Could  the  shop,  so  far  as  its  industrial  work  is  con- 
oerned,  in  its  broadest  sense,  be  carried  on  as  an  industriai  estab- 
lishment under  industrial  management,  and,  at  the  same  time,  the 
military  officers  of  the  nayy  come  in  and  get  the  experience  and 
practice  that  is  necessary  for  them  afloat? 

Paymaster-General  Rogebs.  They  can  if  they  will  and  wish  to  do 
so;  it  rests  with  each  man. 

Mr.  Padgett.  I  would  be  glad  to  haye  you  explain  that  so  that 
phase  of  the  question  will  be  in  the  hearing.  Assume  that  it  is  an 
mdustrial  establishment  managed  by  industrial  people  along  industrial 
lines,  and  that  the  line  officer  coming  ashore  m  the  industrial  lines 
ceases  to  be  military  and  becomes  a  ciyilian,  so  to  speak. 

Paymaster-General  Rogebs.  To  my  mind,  Mr.  Padgett,  the  matter 
is  not  a  difficult  one.  I  think  it  is  a  simple  matter.  1  think  that  the 
senior  man  should  be  in  charge  of  shop,  out  I  also  belieye  that  no  law 
should  exist  the  interpretation  of  which  would  prevent  line  officers, 
engineers,  paymasters,  or  anyone  who  was  capable  of  perfornung  any 
service  that  theGoyernment  calls  upon  him  for — that  is,  oneof  a  purely 
industrial  character — in  the  shop,  and  from  performing  service,  without 
regard  to  any  matter  of  rank  and  differences  in  corps;  that  what 
should  be  the  sole  guide  is  age  and  experience,  and  I  am  speaking  now 
only  of  the  shop  industriaUy .     Have  I  answered  your  question  ? 

Mr.  Padgett.  Yes. 

Paymaster-General  Rogebs.  What  I  mean  is  this :  I  do  not  see  how, 
if  the  law  is  made  so,  and  the  Secretary  of  the  Navy  enforces  that  law, 
it  can  be  prevented.  I  admit,  of  course,  that  it  may  be  a  difficult 
matter.  I  admit  also  that  it  will  cause  a  good  deal  of  friction,  per- 
haps, but  still  I  think  that  will  wear  away  after  a  while,  because  I 

Digitized  by  VjOOQ  IC 


PBOPO«BD  BS(»QANIZiLTI02ir  QF  NAT7  IHEPASTKSKT.  890 

have  no  doubt  t^at  &U,  line  and  paymafitera  and  constructors,  have 
one  single  purpose — ^the  good  of  me  navy  and  of  the  United  States, 
though  they  may  differ  as  to  the  means. 

Tfe  Chairman.  I  do  not  think  you  have  answered  Mr.  Padgett's 
Question.  As  I  understood  it;  be  wanted  to  know  whether  or  not 
tne  engineers,  for  instance ,  or  the  Une  officers  who  do  look  after  the 
engines  on  board  ship,  could  obtain  any  experience  in  these  shops  if 
thev  were  under  the  one-manager  plant 

raymaster-Greneral  Rogers.  That  will  rest,  Mr.  Chairman,  entirely 
with  themselves. 

The  Chairman.  Take,  for  instance,  under  the  Newberry  i^an;  had 
these  officers  been  acting  as  inspectors  in  the  shops? 

Paymaster-General  Rogers.  They  have,  nominally;  yes. 

The  Chairman.  And  been  watchmg  the  repairs? 

Paymaster-General  Rogers.  I  presume  that  they  have. 

The  Chairman.  Is  there  any  reason  in  the  world  why,  if,  for 
instance,  this  law  was  changed,  doing  away  with  all  rank  in  the  indus* 
trial  part  of  the  navy-yard,  these  line  officers  who  do  the  engineer 
duty  on  board  ship  could  not  go  in  there  and  acquire  a  practical 
education  relative  to  machinerv? 

Mr.  Thomas.  The  point  is  this :  The  natural  way  is  for  him  to  get 
experience  in  the  shop  first  before  he  goes  aboard  ship  to  take  charge 
of  machinery. 

Paymaster-General  Rogers.  But  the  trouble  is,  Mr.  Thomas,  that 
the  line  officers  are  so  continually  at  sea  that  they  will  reach  the  age 
of  30  or  32  or  33  years  before  they  have  sufficient  shore  duty  to  enawe 
them  to  get  any  experience  in  the  shops. 

Mr.  Thomas.  They  can  not  be  competent  engineers  if  they  have 
not  had  more  or  less  experience  in  the  shops. 

Paymaster-General  Rogers.  Of  course  I  am  not  stating  that  this 
is  a  custom  without  exception,  but  as  a  general  rule  these  young  men 
are  certainly  from  28  to  30  years  of  age,  if  not  older,  before  they  have 
shore  duty  to  any  great  extent. 

ilr.  Padgett.  That  suggests  another  phase  of  the  question  that 
has  been  presented  by  others,  that  is,  that  the  engineer  officer  gets 
his  best  training  and  best  experience  afloat  in  the  management  and 
handling  of  macliinery  in  the  oattle  ship. 

Pavmaster-General  Rogers.  Undoubtedly.  But  his  experience  in 
the  shop  in  handhng  machines  will  be  of  unquestioned  value  to  him 
in  makmg  repairs  on  shipboard,  and  thus  save  the  Government 
money  by  making  the  repairs  with  the  ship's  force,  because  every 
battle  ship  is  equipped  with  small  lathes  with  which  all  minor  repairs 
of  the  ship  may  be  made,  and  I  think  it  would  be  highly  advisable 
that  no  officer  on  shipboard  should  be  absolutely  in  the  hands  of 
one  of  the  crew  through  want  of  knowledge.  But  the  point  I  am 
drawing  is  this:  If  he  wishes  to  get  that  experience;  if  he  is  real^r  in 
earnest  in  desiring  to  have  that  as  part  of  his  professional  knowledge, 
then  Congress  ought  not  to  let  stand  a  law  which  he  claims  prevents 
him  from  doing  that;  but  there  is  such  a  law  and  a  custom  many 
vears  old.  That  custom  may  be  hard  to  break  up,  but,  as  I  said 
before — and  this  bears  to  a  certain  extent  upon  the  question  of  the 
possible  breaking  down  of  this  engineering  department  in  time  of 
war — they  will  be  strengthened,  the  shop  will  be  strengthened  by 
the  entenng  in  of  a  very  considerable  civihan  element.    I  do  not 
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mean  men  paid  SI, 800  a  year,  but  I  mean  those  who  are  worth 
two  or  three  or  four  or  even  five  thousand  a  year,  so  that  we  can  get 
men  who  are  in  touch  with  modem  life,  and  our  shops  shall  be  models, 
and  they  shall  have  the  very  latest  possible  appliances  and  the  very- 
latest  possible  methods,  instead  or  beine,  as  they  h^^ve  been  for 
years,^  many  years  behind  the  times.  L  nave  not  yet  covered  the 
question  Mr.  radgett  wanted,  because  it  is  very  important  that  this 
question  should  be  made  perfectly  clear. 

Mr.  Thomas.  The  principal  thmg  is  to  train  men  so  that  they  can 
take  care  of  machinery  in  time  of  war  and  time  of  necessity.  There- 
fore it  is  necessary  that  they  should  have  this  training  in  the  shops 
before  they  are  competent  to  look  after  machineryon  board  ships. 

Paymaster-General  Rogers.  Take  this,  Mr.  Thomas.  The  At- 
lantic Fleet,  from  the  time  it  left  the  United  Sates  in  December,  1907, 
imtil  it  returned  in  February,  1909,  had  26  engineers.  Of  th«se  seven 
were  originally  trained  as  engineers,  and  of  the  seven  the  two  seniors 
were  detached  in  March  and  in  July,  1908.  Of  the  other  five  only 
one  had  had  shop  experience,  and  that  for  six  months  at  a  private 
shipyard.  Of  the  19  remaining,  three  took  engineering  courses  at 
Annapolis,  but  were  commissioned  as  line  officers,  and  of  these  three 
only  one  had  had  duty  in  a  private  yard,  and  that  for  less  than  four 
months.  Of  the  remaining  16,  four  had  had  navy-yard  duty  for 
periods  ranging  from  one  and  a  half  to  fourteen  and  two-thirds  months. 
I  state  those  figures  so  as  to  meet  the  possible  claim  which  I  have 
heard  line  officers  make,  and  which  the  majority  of  the  line  officers  on 
the  Sperry  Board  did  make,  that  the  efficiency  of  the  Atlantic  Fleet 
in  its  engineering  department  was  due  to  experience  in  the  shops. 
The  Chief  Constructor  had  these  figures  ready.  They  are  based  on 
an  official  report  from  the  Bureau  of  Navigation  and  show  the  shore 
duty  of  the  officers  in  steam  engineering  or  other  mechanical  work — 
not  all  shore  duty  in  yards  alone.  They  seem  to  somewhat  negative 
your  statement,  Mr.  Thomas. 

Mr.  Padgett.  What  do  you  say  about  supporting  the  contention 
that  is  made  by  others  that  the  engineer  officers  get  tneir  best  experi- 
ence afloat,  and  that  they  are  the  ones  to  handle  the  machinery  and 
make  the  best  engineers,  and,  therefore,  are  the  ones  to  come  into  the 
shops  to  handle  tne  shops? 

Paymaster-General  Kogers.  I  met  that  before  by  saying  that  the 
knowledge  of  a  marine  engine  is  one  branch  of  their  work.  They 
receive  that  on  the  ships,  and  it  is  the  only  place  where  they  can  re- 
ceive it.  But  on  the  ships  they  receive  no  knowledge  that  enables 
them  to  handle  the  larger  problem  of  the  management  of  a  shop 
containing^  one  or  two  or  three  thousand  civilians,  members  of  trades 
unions,  with  all  the  peculiarities  that  occur  there.  The  handling  of  a 
battle  ship's  crew  of  a  thousand  men,  with  all  the  military  force  back 
of  him,  creates  one  man.  That  man  is,  by  his  training,  fitted  for  that 
purpose,  and  the  older  he  grows  and  the  more  keen  he  is  in  advance- 
ment in  his  profession,  the  better  manager  of  a  ship  he  becomes. 
But  that  is  something  very  different  from  the  management  of  a  shop. 

Mr.  Padgett.  That  comes,  then,  to  the  fundamental  distinction 
between  the  military  officer  and  the  industrial  manager? 

Paymaster-Greneral  IIogers.  Now,  you  have  your  mdustrial  man- 
ager m  your  constructor  who  remains  in  the  navy-yard,  who  may  go  to 
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sea  occasionally — ^who  is  a  picked  man  of  the  line.  He  is  selected — 
the  elect  of  the  elect.  He  nas  all  the  original  traininj^  that  any  line 
officer  in  the  aiavy  has,  every  hit  of  it,  because  he  gracuiates  far  up  in 
his  class  in  the  Naval  Academy. 

The  Ch AIRMAN.  What  do  you  mean  by  ''the  elect  of  the  elect?" 
Explain  that. 

Paymaster-General  Rogbbs.  I  mean  that  the  line  is  the  elect  of  the 
navy. 

The  Chairman.  I  mean  the  constructor  is  'Hhe  elect  of  the  elect." 
I  know  what  you  mean,  but  there  are  others  here  who  may  not. 

Paymaster-General  Rogers.  I  meant  by  the  elect  the  star  members 
of  each  class,  from  whom  the  constructors  are  selected. 

The  Chairman.  You  mean  the  highest  men? 

Paymaster-General  Rogers.  Yes;  the  highest  men. 

Mr.  Butler.  Highest  in  mental  and  professional  qualifications) 

Paymaster-General  Rogers.  Mental  quaUfications,  as  shown  hj 
his  record  in  the  Naval  Academy.  His  professional  qualification  u 
to  be  shown  later  on.  Then  he  is  sent  three  years  to  the  Massachu- 
setts Institute  of  Technology,  and  in  former  years  to  the  greatest  naval 
college  of  Europe,  the  Royal  Naval  College  at  Greenwich,  also  to  the 
Ecole  Polytechnique  at  Paris  and  the  University  of  Glasgow  on  the 
Cl^de,  in  the  midst  of  the  greatest  shipbuilding  interests  in  Great 
Britain.  I  mean  to  say  that  that  man  is  a  highly  trained  man.  He 
has  had  nothing  in  his  career  at  navy-yards  but  shop  experience,  and 
as  he  grows  older  he  becomes  more  and  more  valuable  to  the  Govern- 
ment, so  that  when  that  man  has  had  fifteen  years'  experience  he 
is  worth  a  great  deal  to  the  United  States,  as  is  shown  by  one  fact. 
If  the  contention  of  the  line  officers  is  true,  we  would  have  in  the 
industrial  shops  of  the  great  steamship  companies  seafaring  men. 
Does  anyone  know  of  any  man  who  is  taken  from  the  deck  of  a 
steamer  and  put  in  charge  of  the  industrial  part  of  the  great  (com- 
panies of  the  merchant  marine?  They  are  not.  I  know  of  no  case 
where  a  line  officer  has  been  taken  for  that  purpose.  I  know  of  one 
case  where  a  line  officer  of  rank  has  resigned  from  the  navy  to  take 
an  administrative  position,  and  yet  there  have  been  seven  construct- 
ors who  have  been  taken  from  the  navy  who  have  resigned  and  who 
have  received  positions  at  a  verv  high  salary. 

Mr.  Butler.  If  we  educate  all  these  people  at  government  expense, 
are  they  not  likely  to  follow  the  example  of  the  seven? 

Paymaster-General  Rogers.  They  nave  not  done  it  in  the  past 
in  large  numbers;  why  should  they  do  it  in  the  future? 

Mr.  Butler.  I  say,  if  these  seven  left  the  government  service 
because  their  profit  would  be  greater  therebv,  are  we  not  to  expect 
a  repetition  with  the  others  that  we  educate? 

Paymaster-General  Rogers.  No;  because  you  are  not  making  any 
difference  whatever  in  the  education  of  the  constructor;  it  is  going 
on  just  the  same. 

Mr.- Butler.  What  will  these  constructors  learn  at  the  Boston 
Institute  of  Technology —naval  architecture? 

Paymaster-General  Rogers.  Naval  architecture,  steam  engineer- 
ing, and  electricitv,  so  that  they  have  education  in  all  the  electricity 
and  engineering  that  the  line  officer  has,  and  on  top  of  that  at  least 
three  years  of  the  three  subjects,  naval  architecture,  marine  engi- 
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neering^  and  electrictiy.  They  are  all  related  to  one  another,  and 
in  the  nnest  tocliincal  institution  in  the  United  States. 

The  Chairman.  What  education  in  such  matters  does  a  line  officer 
gett    I  mean  the  line  officer  who  will  be  an  engineer. 

Paymaster- General  Rogers.  He  has  nothing  except  what  he 
learns  in  the  academy  and  what  he  chooses  to  stuay  afterwards. 

The  Chairman.  He  has  the  course  at  the  Naval  Academy,  and 
nothing  beyond  that? 

Payinaster-General  Rogers.  Nothing  beyond  that;  no,  sir.  The 
rest  of  it  is  experience.  There  has  recently  been  established  a  post- 
graduate course  for  marine  engineers  at  the  Naval  Academvi  but 
that  is  not  to  educate  officers  to  oe  engineers  of  ships  in  time  of  peace 
and  war,  but  for  designing  engineers,  who  are  to  be  withdrawn  from 
the  activities  of  the  navy  and  do  designing  alone,  which,  of  course,  is 
the  very  highest  grade  in  the  profession. 

The  Chairman.  Do  jrou  mean  to  sa^  that  the  constructor  has  a 
training  and  education  in  electrical  engineering  and  steam  engineer- 


ing? 
Pa 


^aymaster-General  Rogers.  Far  beyond  what  the  average  line 
officer  has. 

Mr.  Butler.  Far  beyond  the  engineer? 

Paymaster-General  Rogers.  Beyond  the  present  line  officer. 
There  are  no  engineers,  educated  as  engineers,  in  the  navy  now — 
beyond  all  but  a  few — except,  of  course,  the  remnant  of  the  old 
engineers.  Of  course  you  will  be  told  that  they  had  this  education, 
but  it  was  theoretical.  They  have  installed  electrical  plants  in  the 
Kearsarge  and  the  Kentucky ,  built  at  Newport  News.  They  have 
been  installing  motors  for  the  turret  turning  for  years.  They  have 
been  doing  tins  work,  and  I  have  never  heard  it  was  not  satisfactory. 
But  in  the  electrical  side  of  it  their  training  is  much  better  than  that 
of  the  average  line  officer,  and  will  anyone  tell  me  what  is  a  better 
foundation  for  shop  experience  than  theory? 

The  Chairman.  Do  they  go  to  sea? 

Paymaster-General  Rogers.  I  think  they  will  go  to  sea 

The  Chairman.  I  mean  in  the  past? 

Paymaster-General  Rogers.  A  few  cases;  yes,  sir;  in  a  few  cases; 
but  I  think  it  is  the  opinion  of  the  (.'hief  Constructor  that  they  should 
go  to  sea,  and  it  is  his  intention  to  have  them  ordered  to  sea  in  regular 
routine  just  as  soon  as  his  corps  is  large  enough. 

The  Chairman.  The  Cliief  Constructor  has  had  sea  service? 

Paymaster-General  Rogers.  Oh,  yes;  the  Chief  Constructor  had 
several  years  sea  service  as  a  line  omcer  before  he  was  appointed  in 
the  construction  corps. 

Mr.  Butler.  What  would  be  the  duties  of  a  naval  constructor  in 
time  of  war  on  a  battle  ship;  he  is  not  a  line  officer? 

Paymaster-General  Rogers.  He  would  be  on  the  admiral's  staff, 
and  when  that  fleet  went  into  a  foreign  shipyard,  or  there  was  any 
construction  work  to  be  done,  he  would  be  the  man  who  would  super- 
intend it  instead  of  the  captain  being  at  the  mercy  of  some  foreigner, 
who  might  wish  to  exaggerate  the  importance  of  his  work. 

Mr.  Butler.  I  see. 

Paymaster 'General  Rogers.  Have  I  answered  your  question,  Mr. 
Padgett? 
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Mr.  Padoett.  Yes;  but  I  want  to  turn  back  a  little.  We  were 
speaking  about  the  militaiy  and  the  industrial.  Before  I  ask  another 
question  I  want  to  ask  this  one:  Do  vou  think  it  would  be  practicable 
tor  the  line  officer,  when  he  came  asnore  and  went  into  the  industrial 
part  of  the  shop  at  the  navy-vard,  to  lay  aside  the  military  feature 
and  become  a  civiUan  in  the  shop  ? 

Paymaster-General  Rogers.  I  admit  it  would  be  very  difficult  for 
him  to  do  it,  but  I  see  no  reason  why  he  can  not  do  it  if  he  wishes  to. 
Individuals  have  done  it  at  times.  I  admit  it  would  be  difficult, 
because  his  pride  is  enormous — and  it  is  a  perfectly  natural  pride. 
It  is  a  matter  we  can  not  find  fault  with.  He  is  educated  in  that 
way.  It  is  bred  in  his  blood  at  the  Naval  Academy — the  para- 
mountcy  of  the  line  in  the  navy.  And  the  line  has  dominatea  the 
navy;  it  dominates  it  still.  And  I  think  to  a  very  great  extent  the 
navy  would  lose  if  the  line  was  subordinated  in  any  way  and  put 
down  in  its  position. 

Mr.  Dawson.  Would  it  be  any  more  difficult  for  him  to  get  himself 
in  that  attitude  with  regard  to  the  experience  he  expected  to  get  in 
the  shops  than  it  would  he  for  him  to  go  ashore  as  the  shore  manager — 
as  the  manager  of  the  shop — and  be  expected  to  forget  all  his  miutary 
training  and  immediately  become  an  industrial  manager? 

Pavinaster-General  Roqers.  I  think  the  difficulty  would  exist  veiy 
largely  in  his  own  mind,  but  it  would  exist,  unquestionably.  But  1 
think  they  would  soon  get  used  to  it.  I  think  we  can  get  used  to 
almost  anything.  But  the  stress  will  come.  They  will  tell  you  that 
this  will  be  entirely  subversive  of  the  practice  of  a  hundred  years — 
and  perhaps  it  would.  But  I  do  not  see  why  we  should  stick  to  it 
because  it  has  the  sanctity  of  age. 

Mr.  Padgett.  Just  one  other  question  and  I  am  through.  I  would 
like  to  have  your  opinion,  Paymaster-Greneral,  as  to  the  general  plan 
of  making  the  military  element  of  the  navy  paramount  in  the  organi- 
zation of  the  navy-yards,  as  compared  witn  making  the  industrial 
paramount. 

POTmaster-General  Rogers.  I  do  not  want  to  be  misunderstood, 
Mr.  radgett,  as  saying  that  I  want  to  degrade  the  line.  I  do  not; 
quite  the  reverse.  But  I  do  believe  that  the  time  has  come  in  our 
system  of  adminis'tration  of  the  Navy  Department  and  the  navv- 
yards  that  instead  of  having  more  militarism^  which  would  mean  the 
domination  absolutely  of  the  line  and  subordmation  absolutely  of  all 
the  activities  of  the  paymasters  and  the  naval  constructors,  what  we 
need  is  less  militarism  and  more  of  the  dominancy  of  the  civilian — 
or,  rather,  we  will  say  not  the  civilian,  the  industrial — element  and 
training. 

Mr.  Dawson.  Do  you  think  the  navy  naturally  divides  itself  into 
two  grand  divisions,  the  personnel  and  material,  military  and  indus- 
trial? 

Paymaster-Greneral  Rogers.  No,  sir. 

Mr.  Dawson.  You  do  not  think  the  navy  naturally  divides  itself 
into  two  grand  divisions? 

Paymaster-General  Rogers.  No,  sir.  Of  course  this  immemorial 
line  and  staff  fight,  you  know,  has  had  a  great  deal  of  influence  upon 
all  of  this,  a  great  deal,  a  tremendous  influence.  Of  course  the  staflF 
officers  have  come  up  by  degrees  from  positions  of  nonentities  a 
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hundred  years  ago  to  being  yeir  important  and,  in  a  sense,  powerful 
elements  m  the  navy  to-day.  x  ou  take,  for  instance,  the  paj^asters. 
The  paymasters  handled  only  provisions,  clothing,  and  money  up  to 
1886.  Mr.  Whitney  found  tne  condition  of  bureau  storehouses 
existing,  and  he  consoUdated  those  imder  the  paymasters  until  the 
paymasters  to-day  are  one  of  the  important  corps  of  the  navy.  I 
mean  by  that  that  they  handle  all  stores,  all  purchases,  all  trans- 
portations, and  all  accounts. 

Mr.  Dawson.  Purely  industrial  matters? 

Paymaster-General  KoGBBS.  Oh,  yes;  purely  industrial;  absolutely 
industrial  on  shore,  and  partly  so  afloat.  I  think  it  would  be  unwise 
for  us  to  take  the  paymasters  out  and  put  civihans  in  their  places. 

Mr.  Dawson.  You  misunderstand  my  question,  I  think.  My 
Question  did  not  go  to  the  point  of  civilian  control  of  any  branch  of 
tne  navy.  It  was  only  the  broad,  general  question  of  whether  the 
navy  did  not  naturally  divide  itself  into  the  miUtaiy  end  and  the 
industrial  end,  all  to  be  managed,  of  course,  by  naval  officers ;  whether 
there  was  not  one  end  that  was  the  miUtary  end,  which  should  be 
conducted  from  a  purely  miUtary  standpoint;  whether  the  material 
division  was  not  almost  wholly  industrial) 

Paymaster-General  Rooebs.  You  mean  by  that,  is  not  that  divi- 
sion the  natural  one) 

Mr.  Dawson.  Yes. 

Paymaster-General  Rooebs.  Oh,  yes.  I  thought  you  meant  if  that 
was  not  the  one  in  which  the  officers  themselves  now  divide  them- 
selves. 

Mr.  Dawson.  Oh,  no. 

Paymaster-General  Rooebs.  That  is  the  reason  I  said  no. 

Mr.  BuTLEB.  You  are  speaking  of  the  ideal — what,  in  your  judg- 
ment, the  navy  should  be? 

Mr.  Dawson.  Yes. 

Paymaster-General  Rogbbs.  The  plea  I  am  making,  Mr.  Dawson, 
is  for  every  man  in  the  navy — line,  constructor,  and  paymaster — to  do 
the  best  he  can  for  the  service,  working  together  instead  of  opposed  to 
one  another.  .  That  is  the  only  plea  I  have  in  this  particular  case.  As 
for  the  miUtary  side,  the  paymaster  does  not  want  to  touch  it.  He  is 
of  so  much  more  value  to  tlie  United  States  where  his  esprit  as  a  pay- 
master can  be  cultivated;  where  he  can  do  good  work  in  his  corps; 
where  he  can  say,  ^  'This  is  a  work  of  a  highly  trained  corps."  He  does 
that  with  pride,  and  it  is  natural.  It  is  well  worth  the  effort  to  culti- 
vate it. 

Mr.  Dawson.  In  the  interest  not  only  of  economy,  but  also  of  effi- 
ciency, would  it  not  be  wisest  in  the  long  run,  there  being  duties  of 
these  two  characters,  military  and  industrial,  to  specialize  as  much  as 
possible  in  the  Navy  Department? 

Pa^^master-General  Rooebs.  Unquestionably.  This  is  the  age  of 
specialization. 

Mr.  Dawson.  Keeping  the  one  divorced  from  the  other  as  far  as 
possible  ? 

Paymaster-General  Rogers.  As  far  as  possible;  yes,  sir.  Only  you 
may  Keep  one  divorced  from  the  other  so  far  as  functions  are  con- 
cerned, but  you  should  not  put  in  one  class  the  men  of  one  and  in 
another  class  the  men  in  tlie  other,  except  in  the  personnel  division. 
The  line  might  have  absolute  control  of  that,  but  line  officers  should 
also  be  in  the  materiel  division. 
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Mr.  Butler.  How  can  the  question  of  rank  arise  in  an  industrial 
shop? 

raymaster-General  RoesBS.  It  has  ever  since  there  has  been  one. 

Mr.  BuLTEB.  In  what  way?    Give  me  an  illustration. 

Paymaster-General  Rogebs.  Well,  the  best  illustration  is  furnished 
by  taking  any  shop  at  all  with  a  line  officer  in  charge.  When  that 
senior  goes  away  the  man  next  in  rank  in  the  line  takes  his  place, 
whether  he  is  capable  or  not,  though  a  thoroughly  capable  staff  officer 
may  be  the  next  in  actual  rank,  supposing  such  an  organization  to 
exist. 

Mr.  BuTLEB.  Suppose  a  line  man  in  command  of  a  shop  should 
suggest  to  a  naval  constructor  that  a  certain  piece  of  work  should  be 
done  in  a  certain  way,  would  that  amount  to  a  military  command? 

Paymaster-General  Rogebs.  Yes,  sir;  and  the  constructor  might 
be  court-martialed  for  disobeying  it.  It  is  not  probable  he  would  oe, 
but  possible. 

Mr.  BuTLEB.  And  would  not  the  constructor  be  allowed  to  express 
his  judgment  upon  the  propriety  of  changing  the  work  which  the  line 
officer  suggested?    Would  ne  have  to  go  along  and  do  the  work? 

Pajinaster-General  Rogebs.  He  probably  would;  yes.  Of  course, 
there  is  one  thing  to  be  considered — that  military  conmiand  in  the 
shop  does  not  carry  with  it  the  right  of  arrest.  It  does  not  carry 
with  it  the  right  of  approval.  That  would  have  to  go  higher  up;  to 
the  commandant.  But  it  might  include  disobedience  of  orders,  and 
it  is  quite  possible  that  that  naval  constructor  might  be  court-mar* 
tialed  for  it. 

Mr.  Padgett.  Let  me  ask  just  one  question,  Mr.  Chairman.  Do 
you  regard  the  navy-yard  as  a  repair  shop  or  a  manufacturing  estab- 
lishment? 

Paymaster-General  Rogebs.  Both,  sir,  and  you  can  not  repair 
without  manufacturing.  It  has  its  parallel  in  every  shipyard  in  the 
United  States.  Bearing  upon  that  subject,  here  is  a  hearing  which 
was  had  before  this  committee,  and  doubtless  many  members  of  the 
committee  were  present.  It  was  the  hearing  of  Mr.  Darling  upon 
the  subject  of  enacting  into  law  the  general  board,  and  was  hela  in 
April,  1904.  It  is  well  worth  while,  if  the  committee  wQl  bear  with 
me  a  minute,  for  me  to  read  these  few  paragraphs,  because  j'^ou  all 
know  that  one  of  the  finest  assistant  secretaries  we  ever  had*  in  the 
department  was  Mr.  Darling.     He  said: 

Mr.  Darling.  It  is  maintained  by  some  that  everything  pertaining  to  the  adminis- 
tration of  the  navy,  even  to  the  smallest  details,  is  military  work,  but  I  am  unable  to 
agree  with  those  holding  such  views.  The  buildiner  of  a  battle  ship  is  purely  civilian 
work.  There  are  private  contractors  that  even  builcl  guns.  The  armor  plate  is  made 
wholly  bv  private  contractors.  Our  big  private  shipyards  can  build  a  battle  ship 
from  truck  to  keelson — every  feature  and  detail  of  it.  It  is  entirely  a  matter  of  busi- 
ness administration. 

The  building  and  administration  of  the  navy-yard  has  its  exact  counterpart  in  the 
various  private  shipyards  of  the  country .  The  furnishing  of  supplies,  the  construction 
of  buildings,  the  aaministration  of  yards,  the  management  of  shops,  is  all  work  of  civil 
administration. 

If  its  work — 

That  is,  the  work  of  the  general  board — 

were  confined  to  the  fleet  and  such  moral  force  were  given  to  the  recommendations  of 
the  board  as  to  make  them  practically  binding  upon  the  department,  the  military 
element  would  then  control  tne  conduct  of  the  fleet  in  all  particulars.  It  woulu  de- 
teimine  whe^er  the  fleet  should  cruise  at  the  xmte  of  8  or  16  knots  per  hour;  whether 
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in  single  or  squadron  formation;  whether  navy-yards  riionld  be  congested  from  over- 
work or  demoralized  from  idleness;  whether  contracts  should  be  made  and  supplies 
obtained  by  competition  or  selection;  whether  the  fleet  should  take  long  or  wort 
cruises,  continuous  or  intermittent;  whether  we  should  assume  conditions  of  peaco 
or  assimilate  conditions  of  war;  whether  ships  should  be  uaed  with  care  and  safety  or 
take  chances  in  darkness  and  fog. 

These  are  the  orders  that  affect  the  consumption  of  coal,  the  expenditure  of  supplies, 
the  extent  of  repairs,  the  wear  and  tear  of  ships,  and  the  liability  to  loss— in  short, 
these  are  the  orders  that  control  your  appropriations. 

And  when  this  military  advisory  boiud  is  made  responsible  for  theee  orders  th« 
country  will  be  confrontecl  with  the  proposition  that  the  hand  that  bears  the  swoid 
will  hold  the  purse,  a  principle  diametrically  opposed  to  Uie  genius  of  our  institutions. 

Again,  this  chief  adviser,  outranking  all  otners  in  the  service  save  the  Admiral, 
with  this  advisory  board,  would  constitute  an  oligarchy  in  the  service,  and  it  would 
soon  be  found  that  desirable  assignments  and  opportunities  for  advancement  could 
only  '  e  secured  by  catering  to  this  board  and  accepting  its  theories.  Those  in  dose 
touch  would  be  favored,  those  not  in  close  touch  woula  be  forever  out.  There  have 
always  been  clicjues  in  the  service,  and  they  have  always  caused  embarrassment. 
This  board  legalized  would  provide  great  opportunity  for  a  clique  to  get  possession  of 
and  administer  the  navy.  Should  an  occasional  Drej^fus  case  result,  it  would  be  most 
disastrous  to  the  country,  to  the  navy,  and  to  the  officers  themselves. 

One  more  paragraph  and  I  have  finished. 

Mr.  Daruno.  Yes;  I  think  the  board  has  done  some  good  work  and  is  a  good  insti- 
tution, but  I  would  restrict  rather  than  extend  its  powers  and  authority.  The  board 
has  taken  up  a  great  many  things  that  it  ought  not  to.  It  has  taken  up  the  question 
of  title  to  land— work  that  could  be  done  in  any  law  ofllce,  and  whicn  has  no  more 
military  or  tactical  significance  than  the  administration  of  a  law  office.  It  has  under- 
taken the  purchase  of  land.  It  has  attempted  to  administer  navy-yards.  It  has 
undertaken  to  locate  storehouses,  machine  shops,  and  other  buildines  within  naval 
reservations.  These  questions  are  entirel;)^  without  military  signincance.  It  has 
undertaken  to  construe  and  interpret  treaties  and  contracts.  It  nas  undertaken  to 
inform  the  department  what  legislation  was  needed.  It  has  devoted  much  time  and 
attention  to  tne  reorganization  of  the  Navy  Department,  as  well  the  civilian  as  the 
military  side.  It  has  prepared  and  circulated  much  literature  advocating  a  general 
staff.  In  short,  it  has  alreadv  invaded  the  province  of  civil  administration  and 
planted  there  the  standard  oi  conquest. 

And  so,  while  I  say  that  the  board  has  done  much  valuable  work,  I  would,  by  careful 
regulation,  limit  its  jurisdiction  by  order  of  the  Secretary,  without  an  act  of  Congress, 
and  say  to  it,  ''Keep  within  those  limits;  for  thus  far  shalt  thou  go  and  no  farther. " 

There  is  absolutely  nothing  I  could  add  to  the  force  of  what  is 
stated  there.  It  is  stated  better  than  I  could  possibly,  and  it  is  for 
you  to  apply  it  to  any  conditions  you  find  existing. 

The  Chairman.  The  proposition* before  us  here  is  this:  We  have 
to  keep  in  mind  the  mihtary  efficiency,  the  efliciency  of  the  fleet, 
but,  at  the  same  time,  we  who  sit  around  this  table  and  see  this 
appropriation  grow  as  it  has  grown  in  najr  time  from  about  forty-five 
millions  up  to  one  hundred  and  thirty-five  millions 

Mr.  Butler.  From  twenty-two  millions  up  to  one  hundred  and 
forty  millions. 

T\\e  Chairman  (continuing).  We  have  to  look  at  this  from  the 
standpoint  of  the  people  and  see  to  it  that  our  navy-yards,  irrespec- 
tive of  whether  they  are  to  be  considered  military  or  civil,  are  run 
on  the  most  economic  basis,  requiring  the  least  expenditure  of  money. 
I  would  hke  to  know  whether  or  not,  in  your  judgment,  the  pre- 
dominance of  the  military  idea  in  construction  and  repair  of  ships 
and  the  equipment  of  them  will  produce  as  economic  an  adminis- 
tration as  the  plan  of  a  civil  administration? 

Paymaster-General  Rogers.  I  believe,  sir,  as  I  stated  in  my  last 
hearing  in  reply  to  a  question  of  Mr.  Butler,  that  what  we  need  in  the 
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navy  is  concentration,  consoKdation,  just  so  far  as  it  is  politically  and 
economically  possible  to  do  it,  and  the  more  we  concentrate  the 
cheaper  the  result  is  going  to  be.  If  we  are  going  to  have  a  purely 
military  organization,  we  are  going  to  have  more  indorsements,  we 
are  gomg  to  have  more  letters,  we  are  going  to  have  more  official 
routines  and  official  channels,  all  of  which  means  more  clerks,  more 
money,  more  time,  more  delay,  and  delay  means  loss  of  money. 
What  we  want  is  a  perfectly  direct  action,  so  far  as  it  is  possible  to 
bring  it  about.  Of  course  we  must  remember,  and  we  must  not  lose 
sight  of  the  fact,  that  we  have  the  prejudice  and  the  conservatism 
which  comes  from  a  seafaring  life  and  the  training  and  beUefs  of  a 
very  fine  bodv  of  men  to  contend  with;  but  there  are  men  among 
them  that  if  this  matter  can  be  brought  about  and  if  Congress  should 
some  day  read  into  the  law  such  an  organization  for  the  navy-yards 
as  I  have  outlined,  wall  and  must  support  it,  and  I  am  sure  they  will 
be  glad  to  do  it.  Just  now  they  finci  protection  for  their  prejudices 
in  the  law  which  I  have  stated,  which  was  in  the  personnel  act.  Does 
that  answer  the  question?  I  believe  that  the  more  military  the  more 
expensive,  the  less  mihtary  the  less  expensive.    That  sums  it  all  up. 

The  Chairman.  Are  there  some  other  matters?   . 

Paymaster-General  Rogers.  There  is  one  matter.  I  talked  so  fast 
that  I  have  lost  sight  of  it.  This  is  the  matter  of  the  retired  officers 
taken  into  the  engineering  department  at  the  yard  in  case  of  war.  I 
have  made  up  here  personally — and  there  may  be  a  case  of  error  or 
omission,  but  I  believe  it  to  be  accurate  and  I  am  willing  to  sign  it — 
a  statement  of  all  Une  officers  and  engineers  on  duty  at  the  navy-yards 
on  January  1,  1898,  and  on  JiJy  1,  1898,  to  support  my  contention 
that  the  Ime  officers  must  get  out  of  the  yards.  I  have  taken,  for 
instance,  the  five  industrial  yards  on  the  Atlantic  coast,  and  have  left 
out  the  West  entirely.  I  have  included  Portsmouth,  Boston,  New 
York,  Philadelphia,  and  Norfolk.  On  January  1  there  were  54  line 
officers  in  the  several  departments  of  those  yards,  not  including  the 
commandants.  On  the  1st  of  JiJy,  1898,  but  21  of  those  were  left. 
Of  the  engineers  on  January  1,  1898,  there  were  28  on  duty  at  these 
yards.  On  July  1,  1898,  but  14  were  left,  their  places  having  been 
taken  by  26  retired  line  officers  in  one  case  and  21  retired  engineers  in 
the  other.  Those  are  simply  in  the  yards.  Adding  other  stations  on 
the  Atlantic,  the  Washington  yard,  the  Navy  Department,  the  Naval 
Academy,  Newport,  which  is  not  an  industrial  establishment — it  is  a 
training  station,  and  special  duty — we  find  that  on  January  1,  1898, 
before  the  outbreak  of  the  Spanish  war,  there  were  253  line  officers  on 
duty  at  the  yards  and  those  stations,  and  on  the  1st  of  July  but  106  of 
those  were  on  shore,  the  rest  being  where  they  ought  to  be,  afloat.  I 
want  to  put  this  in  the  hearing.  There  were  71  engineers  ashore  on 
January  1,  1898,  and  but  33  of  those  remained  on  shore  on  July  1, 
1898.  On  July  1,  1898,  the  places  of  those  who  had  gone  to  sea  were 
taken  by  67  retired  line  officers  and  42  retired  engineers,  the  number  in 
retired  and  active  ashore  on  July  1,  1898,  being  in  both  cases  approxi- 
mately the  same  as  those  on  the  active  list  at  the  yards.  But  when 
the  whole  number  is  summed  up,  the  wliole  number  of  line  and  en- 
gineers on  shore  on  January  1,  1898,  we  find  it  is  324,  and  all  who 
were  on  shore  on  July  1,  1898,  were  248. 
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(The  table  referred  to  is  as  follows:) 

ConqMrison  0/  offiun  of  liw  and  engineers  on  shore  duty  on  AtlanHc  coasts  exdudmg 
oommandants  ana  chiefs  o/bureauSf  on  January  J,  1898,  and  JvJly  1, 1898. 


\ 

(From  the  Navy  Register  ] 

January  1,  IflBS. 

July  1, 1806. 

Line. 

Engl, 
naera. 

Total. 

Line. 

Engineers. 

Total  line  and 
englneen. 

Total. 

AeUve. 

Re- 
tired. 

Active. 

Re- 
tired. 

Active. 

Re- 
tired. 

Portsmouth. 

Boston 

2 
ft 

25 
8 

10 

10 

3 
12 
35 
15 

17 

1 
3 
10 

4 
4 

1 
6 
11 
5 
3 

1 
1 
4 
6 
2 

3' 

6 

6 
7 

2 
3 

14 
10 
6 

1 
9 
16 
11 
10 

3 

12 

New  York 

30 

PUladdphla 

Nofflblk 

21 
16 

Total 

M 

10 
S7 
48 
13 
71 

28 

1 

16 
0 

1 
20 

83 

11 
72 
54 

14 
91 

21 

6 

86 

6 

8 

2» 

26 

5 
14 

2' 

20 

14 

1 

12 
2 

21 

1 
18 

86 

7 

48 
8 
8 
33 

47 

6 
82 

i' 

28 

88 

Washington  yard . . . 
Navy  Departinent.. 

Naval  Academy 

Newport 

13 
80 

8 
10 

Special  duty 

4 

2 

56 

Total 

253 

71 

824 

106 

67 

33 

42 

130 

100 

948 

Mr.  Butler.  In  the  shop  in  the  navy-yard  an  order  given  is 
tantamount;  then^  to  a  command,  if  ^ven  as  a  command? 

Paymaster-General  Rogers.  Yes;  it  is  tantamount  to  a  command 
if  given  by  a  constructor  to  a  constructor,  by  a  paymaster  to  a  pay- 
master, or  a  line  officer  to  both  or  to  another  line  officer. 

Mr.  JButler.  Neither  the  line  man  nor  the  constructor  can  give 
any  order,  though,  to  a  civilian) 

ra^master-Greneral  Rogers.  As  shop  manager  he  can  give  an  order 
to  a  civilian. 

Mr.  Butler.  That  would  not  be  a  military  order? 

Paymaster-CJeneral  Rogers.  No;  it  would  not. 

Mr.  Butler.  He  would  not  be  exercising  any  part  of  a  military 
duty  in  giving  an  order  for  the  performance  of  labor  or  for  the  repair 
to  machmery  or  the  construction  of  machinery.  Is  that  not  entirely 
the  order  of  a  civilian? 

Paymaster-Greneral  Rogers.  It  is  an  industrial  condition  or  an 
industrial  order. 

The  Chairman.  The  laborer  is  not  a  military  man,  and  therefore 
it  can  not  be  a  military  order. 

Paymaster-General  Kogers.  Of  course  it  is  not  a  military  order. 

The  Chairman.  The  two  men  have  to  maintain  a  military  relation- 
ship with  each  other. 

Mr.  Butler.  As  I  understand,  the  military  relationship  that  is 
spoken  of,  and  the  miUtary  rule,  applies  only  among  the  military 
men? 

The  Chairman.  That  is  right. 

Mr.  Macon.  They  could  not  court-martial  a  civiUan. 
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Mr.  Dawson.  These  two  classes  were  line  officers  and  engineers? 

Paymaster-Gteneral  Rooebs.  Yes,  sir;  I  gave  them  both  because 
of  course  the  personnel  bill,  which  consolidated  the  Kne  and  the  engi- 
neers, did  not  pass  until  after  the  Spanish  war. 

Mr.  Dawson.  Would  it  be  too  much  trouble  for  you  to  make  up 
and  put  into  your  hearing  a  statement  showing  how  many  of  these 
same  classes  of  men  were  in  the  navy-yards  on  March  1,  1909,  and 
how  many  were  in  on  January  1,  1910;  that  is,  approximately  one 
month  after  the  installation  of  these  two  plans!  That  would  be  valu- 
able information  to  this  committee  as  showing  a  greater  or  a  less  num- 
ber of  active  line  oflBcers  that  were  taken  from  sea  duty  and  put  on 
shore  duty. 

PaynGiaster-Oeneral  Rooebs.  Of  course  there  could  be  no  increase 
of  the  line  officers  at  the  time  of  the  commencement  of  the  operation 
of  Mr.  Newberry's  plan,  because  the  line  officers  who  were  on  duty 
in  the  yard  as  a  rule  remained  there  as  inspectors.  Whether  there 
has  been  any  lai^e  number  of  officers  added  under  Mr.  Mey^'s  plan 
to  those  at  the  navy-yards  on  December  1,  1909,  I  do  not  know, 
because,  although  officers  have  gone,  others  have  come,  and  vice 
versa.  One  of  the  singular  conditions  of  this  affair  is  that  the  old 
engineers — there  are  only  about  27  left,  I  believe,  who  are  skilled 
shop  managers;  that  is,  they  are  more  or  less  skilled,  and  have  very 
good  men  among  them,  and  some  who  have  lived  beyond  being  highly 
efficient — are  not  being  utilized  in  the  navy-yards,  apparently. 
There  i3  one  at  New  York,  there  is  one  at  Boston,  but  at  Norfolk  the 
old  engineer  has  been  taken  away.  The  head  of  the  engineer  depart- 
ment at  Puget  Sound  is  a  commander  in  the  navy.  At  Mare  Island 
I  do  not  know  how  it  is,  but  I  noticed  a  number  of  orders  right  after 
the  1st  of  December  of  these  men  being  taken  out  of  the  yard  and 
put  upon  inspection  duty.  That  might  be  in  consequence  of  this 
very  remarkaole  condition  which  I  explained  where,  by  the  operation 
of  this  law  of  command,  the  junior  in  the  shop  became  the  comman- 
dant of  the  navy-yard  with  power  to  give  orders  to  his  own  senior 
in  the  Une.  That  could  be  made  up,  Mr.  Dawson,  but  you  know  this 
table  is  very  simple  to  make  up;  this  is  only  a  matter  of  an  hour 
or  so,  because  I  took  the  January  1  Register  and  the  Juty  1  Register. 
But  it  would  take  quite  a  while  to  go  carefully  over  it,  because  I 
would  have  to  dig  it  out  on  account  of  the  changes  since  the  1st  of 
January  or  the  1st  of  July,  and  I  do  not  believe  it  would  show  ^ou 
much.  I  do  not  think  you  would  gain  anything  by  it,  because  it  is 
too  soon.     These  shops  are  not  organized  yet. 

The  Chaibman.  The  so-called  ''Meyer  plan"  was  just  put  in  opera- 
tion the  1st  of  December,  was  it  not? 

Paymaster-General  Roqebs.  Yes,  sir;  and  they  are  in  process  of 
organization  now.  For  instance,  in  the  Navy  Department  we  have 
Admiral  Swift  and  his  aid  for  materiel.  I  do  not  know  whether  he  is 
there  or  not.  He  has  not  commenced  his  work  yet  so  far  as  I  know. 
The  aid  for  inspection,  Admiral  Ward,  has  not  yet  taken  over  all 
his  work.  The  two  pay  officers  who  are  performing  the  inspections 
under  supplies  and  accounts  have  not  been  entirely  transferred. 

(Thereupon,  at  12.15  o'clock  p.  m.,  the  committee  adjourned 
until  to-morrow,  Tuesday,  January  18,  1910,  at  10.30  o'clock  a.  m.) 
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House  of  RsPBESENTATiyEs, 

CoMMirrEE  on  Naval  Affairs, 

Wednesday,  January  26,  1910. 
The  committee  met  at  10.45  o'clock  a.  m.,  Chairman  Foss  pre- 
siding. 

STATEMENT  OF  CHIEF  COVSTBXTCTOE  WASHnTGTOV  LEE  CAPPS, 
CHIEF  OF  THE  BUBEAU  OF  COVSTBUCTIOH  AHD  BEPAIB, 
NAVY  DEPABTMEST. 

The  Chairman.  The  committee  will  please  come  to  order.  I  desire 
to  call  the  attention  of  the  members  or  the  committee  to  the  reports 
which  have  been  bound  up  in  one  volume  since  our  last  meeting.  We 
have  them  here  to-day. 

We  have  with  us  to-day  the  Chief  Constructor  of  the  Navy. 
Admiral,  since  you  were  last  here  we  have  received  supplemental 
estimates  from  the  Navy  Department  containing  changes  in  your 
bureau.  These  supplemental  estimates  are  contained  in  this  pam- 
phlet which  you  have  before  you.  On  page  16,  under  "Construction 
and  repair  of  vessels,"  where  this  phrase  occurs,  "steam  «teerers, 
pneumatic  steerers,  steam  capstans,  steam  windlasses,  and  all  aux- 
iliaries," it  is  proposed  to  take  that  from  your  bureau  and  transfer  it 
elsewhere.  We  would  like  to  ask  you  how  much  of  the  appropria- 
tion that  work  amounts  to. 

Admiral  Capfs.  As  nearly  as  one  can  estimate,  about  $275,000. 

The  Chairman.  How  long  have  you  had  them  in  your  bureau? 

Admiral  Capps.  Over  twentj  years.  A  complete  statement  with 
respect  to  this  matter  is  contamed  in  a  report  made  to  the  Secretary 
of  the  Navy  imder  date  of  December  31,  1909,  which  I  have  permis- 
sion to  append  to  the  hearing,  if  the  committee  so  desires. 

The  Chairman.  Those  are  the  only  things  which  have  been  taken 
away  from  the  bureau,  as  I  understand. 

Admiral  Capps.  The  appropriation  for  '*  Improvement  of  constru<5- 
tion  plants"  was  put  imder  the  Secretary's  office.  It  occurs  on  the 
fifth  page  as  ''Improvement  of  navy-yard  plants."  It  is  also  at  the 
bottom  of  page  19. 

The  Chairman.  Those  items  are  for  tools. 

Admiral  Capps.  Yes,  sir.  There  is  also  a  reduction  on  accoimt  of 
the  pay  of  ship  keepers,  placing  that  item  under  the  appropriations 
for  tlie  Bureau  of  Yards  and  Docks. 

The  Chairman.  Now  what  else,  imder  this  proposed  rearrangement, 
has  been  taken  from  your  bureau? 

Admiral  Capps.  The  above  noted  are  the  principal  items,  they 
include  steam  steerers,  pneumatic  steerers,  windlasses,  and  auxiliary 
machinery  in  general;  all  electrical  aj)paratus,  heretofore  under  the 
Bureau  of  Construction  and  Repair,  improvements  in  construction 
plants  at  navy-yards^  and  jurisdiction  of  ship  keepers.  The  principal 
dijEculty  in  connection  with  the  transfer  of  auxiliary  machinery  of 
this  character  is  in  complicating  the  design  and  installation  of  sys- 
tems, such  as  the  ventilating  system,  the  steering-gear  system,  the 
anchor  engine,  and  windlass  installation,  the  boat  crane,  and  other 
winches,  turret-turning  systems,  etc.  Under  present  conditions,  one 
bureau  nas  definite  and  full  responsibility  for  the  installation  oi  the 
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system  as  a  whole,  under  the  proposed  system  the  responsibility 
would  be  divided  between  two  bureaus  and  two  yard  department^, 
which  would  involve  unneoessary  multiplication  of  correspondence, 
divergence  of  ideas,  and  divided  responsioility.  If  it  were  a  question 
of  the  inefficiency  of  previous  installations  of  this  character  or  incom- 
petencv  of  those  who  were  previously  in  charge,  I  could  see  no  objec- 
tion whatever  io  making  a  division  as  proposed ;  but  the  people  who 
have  previously  installed  such  mechanisms  have  really  been  spe- 
cially trained  in  these  matters;  they  have  been  given  very  complete 
theoretical  training,  and  have  subsequently  obtained  very  complete 
practical  training — in  fact,  very  much  greater  practical  training  in 
these  matters  than  any  other  class  of  officers  in  the  naval  service,  as 
can  be  clearly  and  irrefutably  shown  by  documentary  evidence. 

For  a  few  years,  at  the  very  beginnmg  of  the  reconstruction  of  the 
navy,  as  is  noted  in  the  report  of  Decemoer  31,  1909,  to  which  I  have 
referred,  these  items  were  under  the  Bureau  of  Steam  Engineering, 
but  more  than  twenty  years  ago  they  were  retransferred  to  the  Bureau 
of  Construction  and  Repair  ^here  they  had  previously  been),  and 
since  August  3,  1887,  Congress  has  specifically  authorized  their 
installation  under  the  Bureau  of  Construction  and  Repair^  and  has 
even  amplified  the  authority  of  that  bureau  by  specffic  legislation  in 
1896  in  which  the  words  '^and  all  other  auxihanes"  were  added,  in 
order  that  pneimiatic  and  electric  auxiliaries  might  be  included  as 
well  as  steam  auxiliaries;  and  the  law  has  remained  in  that  form 
until  the  present  dav. 

The  Celiirman.  That  relates  simply  to  those  matters  that  were 
taken  out  of  your  biu*eau? 

Admiral  Capps.  Yes,  sir. 

The  Chairman.  Now,  what  else  is  it  suggested  to  take  from  the 
Bureau  of  Construction  and  Repair? 

Admiral  Capps.  These  auxiUaries  are  the  principal  items  and,  as 
noted,  include  a  very  large  number  of  electric  auxiliaries,  such  as 
boat-crane  winches,  turret-turning  motors,  deck  winches  in  general, 
ventilating-fan  motors^  ammunition-hoist  motors  not  in  turrets,  and 
various  other  auxiliaries  of  that  character,  as  is  fully  set  forth  in 
an  appendix  to  the  report  of  December  31:  (See  Appendix  No.  1  of 
this  nearing.)  In  fact,  in  that  appendix  is  given  in  detail  the  auxil- 
iary machinery  outside  of  the  propelling  macninery  compartments  on 
the  flagship  of  the  present  Atlantic  Fleet  under  each  one  of  the  bureaus 
having  cognizance  of  such  auxiliaries.  The  bureau  wliich  has  the 
greatest  number  of  auxiliaries,  as  shown  in  that  list,  is  the  Bureau  of 
Construction  and  Repair.  The  bureau  which  has  the  least  number, 
outside  of  the  engine  compartment,  is  the  Bureau  of  Steam  Engineer- 
ing. Full  information  concerning  that  is  contained  in  Appendix  0 
of  the  report  of  December  31.     (See  Appendix  No.  1.) 

The  Chairman.  That  is  not  a  regular  annual  report,  is  it? 

Admiral  Capps.  No,  sir;  that  is  a  special  report  of  December  31, 
1909,  in  relation  to  transfer  of  auxiliaries,  traimng  of  naval  construct- 
ors, etc.,  submitted   in  compUance  with  the  department's  request. 

Mr.  Greoo.  Mr.  Chairman,  I  would  like  to  ask  if  that  is  embodied 
in  this  document? 

Admiral  Capps.  No,  sir.  As  before  stated,  I  have  the  Secretary's 
permission  to  append  this  to  my'  hearing  to-day,  if  the  committee 
desires. 
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The  Chairman.  In  this  connection,  will  you  append  that  report 
to  the  hearing  in  connection  with  your  testimony? 

Admiral  Capps.  Yes,  sir.     (See  Appendix  No.  1.) 

The  Chairman.  I  wish  you  would  briefly  narrate  the  system,  I 
may  say,  of  navy-yard  work,  or  the  change  in  the  order  of  system, 
perhaps,  under  the  Newberry  plan.  Please  start  in,  for  the  benefit 
of  the  new  members  here,  with  the  old  system;  briefly  sketch  that, 
and  then  go  on,  if  you  will,  with  the  Newberry  plan,  an^  later  take  up 
the  proposed  system. 

Adnural  Capps.  Briefly,  the  old  system  provided  in  eaich  navy- 
yard  for  a  working  department  representing  each  working  bureau  in 
the  Navy  Department  in  Washington.  That  is  to  say,  we  had  at 
the  navy-yards  a  department  of  yards  and  docks,  a  department  of 
equipment,  a  department  of  ordnance,  a  department  of  steam  engi- 
neermg,  a  department  of  construction  and  repair,  which  departments 
•might  be  styled  working  departments  of  the  yard.  Most  of  these 
departments  had  shops  at  the  navy-yards  capable  of  doing  their  own 
particular  work.  In  some  yards,  of  course,  much  work  was  done  by 
transfer  of  labor  from  a  department  which  had  all  the  facilities  to  a 
department  which  may  not  have  had  such  facilities;  but,  in  general, 
the  tendency  was  for  each  working  department  to  do  its  own  work. 
This  resulted  unquestionably  in  undesirable  duplication  of  plant. 
This  undesirable  duplication  was  recognized  for  many  years,  and  com- 
ment has  been  submitted  by  various  Secretaries,  and  a  brief  allusion 
to  some  of  the  principal  comments  in  respect  to  navy-yard  organi- 
zation is  contained  in  an  appendix  to  the  above-mentioned  report  of 
December  31.  (Appendix  E  of  Appendix  No.  1  of  this  hearing.) 
As  far  back  as  Mr.  Secretary  Chandler's  time,  twenty-five  years  ago, 
the  loss  of  efliciency  through  division  of  responsibility  and.  multipli- 
cation of  plant  was  clearly  recognized  and  most  explicitly  set  forth. 
About  February,  1908,  Mr.  Assistant  Secretary  Newberry,  to  whom 
had  been  referred  the  question  of  navy-yard  administration,  began 
in  a  tentative  way  the  consolidation  of  various  shops  in  the  navy- 
yards.  He  subsequently  undertook  the  consolidation  of  departments, 
beginning  first  with  the  smaller  yards  at  New  Orleans,  rensacola, 
and  Charleston.  Charleston,  which  was  a  new  yard,  had  from  the 
beginning  an  absolute  consolidation  of  shops  under  a  single  head 
(the  naval  constructor),  and  reports  concerning  the  efliciency  and 
economy  of  work  performed  at  that  yard  were  very  favorable.  Pen- 
sacola  and  New  Orleans  were  not  so  important,  as  very  little  work 
was  being  done,  but  there  was  obvious  economy  and  efliciency  through 
concentration  of  small  departments.  Tliis  consolidation  at  these 
yards  went  on  practically  without  any  adverse  comment  whatever, 
so  far  as  I'm  aware.  Various  woodworking  shops  were  consolidated, 
blacksmiths'  shops  in  several  yards  were  consolidated,  foundries  were 
consolidated,  and  so  on,  until  the  beginning  of  1909,  January  25, 
when  the  first  general  order  was  issued,  making  extensive  consolida- 
tions in  all  yards  and  changing  the  general  administration  of  work 
in  dockvards. 

In  relation  to  the  various  memoranda  and  instructions  issued  at 
about  that  time,  and  concerning  these  matters  generally,  the  then 
Secretary  of  the  Navy  testified  at  length  before  the  committees  ol 
Congress  in  January  and  February,  1909.  The  commandant  wa-^ 
given  absolute  control  of  all  the  operations  in  the  navy-yards.     The 
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nayal  constructor  was  designated  as  the  manager,  o(  eouise  entirely 
subject  to  the  commandant.  All  manufacturing  work  of  every 
description  was  placed  under  the  naval  constructor,  and  those  who 
had  previously  oeen  specialists  in  charge  of  departments,  such  as 
the  civil  engineer,  the  chief  engineer,  the  ordnance  officer,  and  the 
equipment  officer,  were  made  inspectors  of  work  performed  by  the 
manufacturing  department,  with  full  authority  to  bring  to  the 
attention  of  the  commandant  or  the  naval  constructor-manager, 
and  even  to  inform  the  foreman  as  to  any  irregularities  in  work  or  or 
any  unsatisfactory  work.  It  was  also  contemplated  in  that  scheme 
that  officers  of  various  corps  should  serve  together  in  the  manufac- 
turing department,  and  a  special  letter  on  that  subject  was  written 
by  the  Secretary  of  the  Isavy  making  it  perfectly  clear  that  the 
manufacturing  department  was  not  considered  a  "military  com- 
mand." As  a  matter  of  fact,  officei*s  of  other  corps  did  serve  imder 
the  naval  constructor  in  the  manufacturing  department  at  severid 
navy-yards,  and  so  continued  for  many  months.  The  events  which 
have  transpired  during  the  past  jear,  i  presume,  are  well  known  to 
the  committee  from  various  testimony  already  submitted,  and  any- 
thing that  I  may  say,  of  course,  I  wish  to  be  construed  as  merely  a 
statement  of  fact,  as  I  know  it,  without  the  slightest  intention  of 
criticising  or  impugning  the  motives  of  or  making  any  reflection  upon 
an^'bodv.  It  is  necessarily  embarrassing  for  me  to  have  to  say  any- 
thing tnat  may  not  be  in  full  accord  with  the  opinions  and  state- 
ments of  those  in  superior  authority.  I  brought  this  matter  to  the 
Secretary's  attention  before  coming  before  you,  and  he  authorised 
me  to  state  my  views,  if  requested,  using  my  own  judgment.  I 
brought  to  his  attention  the  fact  that  I  was  convinced  that  some  of 
the  mformation  which  had  been  furnished  him  was  inaccurate  and 
misleading,  and  that  therefore  some  of  the  statements  were  based 
upon  erroneous  data,  and  he  stated,  in  substance,  that  he  wisheil  any 
errors  of  that  kind  corrected  in  the  light  of  such  facts  as  were  available. 

I  hope  sincerelv,  therefore,  that  nothing  that  I  say  will  be  regarded 
as  intended  in  the  slightest  degree  to  reflect  upon  anyone,  but  be 
accepted  as  an  earnest  attempt  to  state  conditions  as  they  appear  to 
me. 

The  reports  from  various  yards  which  have  been  submitted  from 
time  to  time  indicate  rather  clearly  the  practical  workings  of  what  is 
called  the  Newberry  system,  success  depending  largely  upon  sympsr 
thetic  environment  in  the  yard  itself,  botn  as  regards  the  commandant 
and  the  other  personnel.  At  a  yard  where  the  commandant  and  other 
personnel  seemed  to  take  a  keen  interest  in  matters  tilings  went  very 
smoothlv  and  very  efficiently.  From  one  yard  on  the  west  coast 
were  submitted  some  letters  from  commanding  officers  of  torpedo 
flotillas  (see  appendix  No.  2)  which  showed  in  the  strongest  language 
the  increased  efficiency  and  economy  which  had  resulted  in  that 
particular  yard  by  reason  of  the  changes  in  organization.  There 
were  some  unouestionable  difficulties  inherent  in  the  arrangement 
as  proposed.  Those  difficulties  are,  in  my  opinion,  by  no  means 
insuperable,  however.  The  most  serious,  of  course,  is  that  which 
relates  to  the  inability  of  officers  of  the  various  branches  of  the  service 
to  serve  in  the  same  department  unless  a  line  officer  is  head  of  the 
department.  The  presumption  in  the  Newberry  scheme  was  that 
no  such  real  difficulties  existed.     It  has  subsequently  been  con- 
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strued,  however,  that  officers  can  not  serve  legally  in  that  wa^.  If 
that  be  the  final  construction  of  the  law,  it  would  seem,  in  my  judg- 
ment, exceedingly  advisable  that  the  law  should  be  changed  in  order 
that  officers  may  serve  together  in  the  way  best  suited  to  the  needs 
of  the  Government. 

Mr.  Butler.  Is  that  a  law  of  the  departmen  or  at  law  of  the  land  f 

Admiral  Capps.  It  is  a  statute  law;  or  rather  a  construction  of  a 
statute  law,  which  provides  that  in  the  conferring  of  absolute  rank  on 
staff  officers  of  the  navy  such  officers  ''shall  not  oe  entitled,  in  virtue 
of  their  rank,  to  command  in  the  line  or  in  other  staff  corps." 

Mr.  Padgett.  I  would  like  to  ask  one  question.  Would  it  be  pos- 
sible for  the  Navy  Department  to  assign  officers  to  industrial  worK  in 
the  navy-yards  as  individuals;  that  is^  as  industrial  men  and  not  as 
military  men,  so  that  they  would  serve  mdustrially  and  not  as  military 
men,  in  order  that  this  confusion  and  conffict  of  rank  would  not  occur? 

Admiral  Capps.  From  decisions  already  made  I  am  of  the  opinion 
that  the  department  would  not  desire  to  make  assignments  of  that 
Idnd,  because  if  an  officer  objected  he  would  apparently  be  sustained. 

Mr.  Padgett.  So  you  do  not  regard  it  as  a  feasible  or  practicable 
proposition  to  sever  the  officer  from  his  military  rank  in  industriiJ 
work? 

Admiral  Capps.  Under  the  present  inteipretation  of  the  law  I  do 
not  think  it  is  practicable,  but  the  elimination  or  modification  of  that 
particular  clause  in  the  law  would  make  it  entirely  practicable. 

Mr.  Padgett.  Now,  if  that  clause  were  elLminatea  what  confusion 
would  there  be  along  the  theory  of  several  officers  commanding  line 
officers  in  other  branches  of  the  service? 

Admiral  Capps.  Confusion  would  be  obviated,  I  think,  by  making  a 
specific  limitation  to  dockyard  or  other  duty  ashore  of  a  nonmilitary 
cnaracter,  officers  to  serve  on  shore  duty  as  assigned  by  the  Navy 
Department,  in  accordance  with  their  rank  and  irrespective  of  corps — 
something  of  that  general  character. 

Mr.  Padgett.  It  should  be  limited  to  an  amendment  of  that  law? 

Admiral  Capps.  Yes.  sir. 

Mr.  BiTTLER.  Was  tne  service  of  the  officer  imder  the  Newberry 
plan  a  violation  of  existing  law — I  mean  the  service,  of  course,  in 
the  navy-vard? 

Admiral  Capps.  If  you  should  ask  me  my  own  personal  opinion, 
I  do  not  think  it  was. 

Mr.  Butler.  I  am  asking  for  the  idea  of  the  Navy  Department. 

Admiral  Capps.  It  appears  to  have  been  so  construed,  although 
I  do  not  recall  any  specific  decision. 

Mr.  Butler.  Then,  if  I  understand,  it  is  the  interpretation  of  the 
law  made  by  the  Navy  Department  tnat  a  line  officer  can  not  serve 
in  a  navy-yard  under  a  naval  constructor? 

Admiral  Capps.  That  is  the  interpretation  accepted  by  the  Navy 
Department,  so  far  as  I  am  aware. 

Mr.  Butler.  He  can  not  receive  orders  from  your  corps? 

Admiral  Capps.  That  is  my  understanding. 

Mr.  Padgett.  Then  the  inrlustrial  suggestion  or  instruction  which 
might  be  given  in  the  navy-yard  would  be  construed  as  a  command 
or  an  order,  would  it? 

Admiral  Capps.  That  is  my  understanding. 
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Mr.  Loud.  Is  there  any  other  place  in  the  service  where  there  has 
been  any  necessity  for  such  a  law  outside  of  the  Navy  Department, 
where  officers  would  serve  in  an^  other  department  but  tneir  own; 
the  navy-yard  is  the  only  place,  is  it  not,  where  any  such  complica- 
tion would  arise? 

Admiral  Capps.  Navy-yards  and  naval  stations  are  the  only 
places  that  I  recall  on  shore.  In  serving  on  boards  or  courts,  or 
any  service  of  that  kind  the  senior  officer,  regardless  of  his  corps, 
presides. 

Mr.  Loud.  That  has  no  application,  of  course,  excepting  in  the 
navy-yard. 

Admiral  Capps.  Excepting  by  construing  the  manufacturing 
department  as  a  '^ military  command." 

Mr.  Gregg.  Was  that  construction  given  by  the  officers  or  the 
Solicitor  of  the  Navy,  that  legal  opinion? 

Admiral  Capps.  The  opinion  from  the  Attorney-General  as  to 
command  of  hospital  ships,  as  I  recall  it,  only  inferentially  touched 
that.  It  has  been  a  claim  that  has  been  made  by  officers  of  the  line 
and  accepted  apparently  by  the  department,  and  for  all  I  know 
entirely  acceptea. 

Mr.  rADGBTT.  I  would  like  to  ask,  if  you  will  permit  me,  one  ques- 
tion. There  seems  to  be  this  general  division  of  the  contention,  if 
you  may  call  it  such,  or  the  general  proposition  of  the  introduction 
of  military  into  the  navy-yards,  or  the  predominance  of  the  industrial 
side  in  the  navy-yards.  1  wanted  to  ask  your  opinion  if  this  stress 
or  friction  could  be  relieved,  or  what  would  be  the  practical  working 
if  Congress  should  make  the  navy-yards,  with  respect  to  all  of  their 
work,  purely  and  absolutely  an  industrial  establishment,  separated 
from  the  military  feature  altogether,  and  make  appropriations  to  the 
Navy  Department  and  let  the  Navy  Department  be  a  customer  of  the 
navy-yard  in  the  same  sense  that  it  is  a  customer  of  the  Cramp  ship- 
building company  or  the  Fore  River  company,  or  anv  other  inde- 
pendent company  and  put  the  navy-yard  in  the  light  of  an  industrial 
establishment,  to  bid  for  the  work  of  the  Navy  JDepartment  on  the 
theory  of  doing  the  best  work  for  the  least  amount  of  money. 

Admiral  Capps.  Mr.  Padgett,  that  would  be  practically  equivalent 
to  dividing  up  the  activities  at  the  navy-yard.  But  a  navy-yard  is 
not  merely  a  repair  station;  it  is  a  very  large  supply  station;  it  is 
an  ordnance  depot;  it  is  a  recruiting  station;  it  is  a  big  supply  depot, 
a  station  for  ships  in  reserve  or  in  ordinary,  and  is  used  for  various 
other  activities  that  go  with  the  military  estabUshment. 

Mr.  Padgett.  I  understand  that;  but  leave  out  all  this  military: 
and,  simply  referring  to  the  industrial  portion  of  the  navy-yard,  ii 
we  can  build  ships,  if  we  can  repair  ships,  have  the  repair  of  the  ship 
an  industrial  establishment  absolutely  and  the  Navy  Department 
submit  specifications  to  the  yards  and  ask  for  bids  upon  that  work  in 
the  same  way  that  they  would  submit  the  same  proposition  to  the 
Cramps  or  the  Fore  River  Company.  In  other  words,  if  I  may 
illustrate 

The  Chairman.  You  mean  to  make  the  government  plant  a  com- 
petitor with  the  private  concern. 

Mr.  Padgeti'.  Just  exactly. 

The  Chairman.  And  give  it  to  the  lowest  bidder. 
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Mr.  Padgett.  Yes,  sir.  That  was  merely  a  suggestion  that  came 
to  me  when  the  Secretary  of  the  Nayy  in  his  hearing  said  that  the 
idea  was  that  in  the  building  of  ships  it  would  be  an  adyantaj^e  to 
turn  that  work  oyer  to  pnyate  yards  and  in  doing  large  repairs  to 
haye  that  done  by  the  priyate  yards  and  only  the  smaller  repairs 
done  in  the  nayy-yards.  Now,  then,  how  would  it  do  to  make  the 
whole  establishment  in  the  nayy-yard  industrial  along  the  same  line 
that  the  industrial  yards  of  the  country  are,  and  let  them  bid  for  this 
work  at  the  department  in  the  same  way  that  they  would  bid  or 
that  bids  would  be  submitted  by  the  priyate  concerns. 

Admiral  Capps.  I  think  I  fully  understand  your  proposition,  Mr. 
Padgett,  and  it  is  rather  fascinating  as  a  proposition,  out  it  has  many 
practical  difticulties. 

]Mr.  Padgett.  I  would  like  to  haye  you  suggest  them,  and  state 
what  dLsadyantages  it  would  be  to  the  nayy  and  what  sacrifice  it 
would  inyolye.  1  want  to  get  simply  your  opinion  upon  the  matter 
without  any  preconceiyed  prejudice  of  my  own. 

Admiral  Capps.  I  can  giye  you  the  actual  experience  of  the  largest 
navy  in  the  world.  The  Secretary,  I  think,  nas  been  misinformed 
as  to  the  practice  in  the  British  nayy.  A  few  years  ago  they  did  do 
a  great  deal  of  large  renair  work  in  private  yards.  I  made  mquiries 
about  that  recently  ana  have  an  extract  from  a  report  of  the  British 
Admiralty  indicatmg  clearly  their  opinion  that  instead  of  such  work 
being  performed  more  cheaply  in  private  yards  that  it  really  cost 
more  to  do  it  outside,  and  from  ouicial  statements  of  repair  work 
authorized  to  be  performed  by  contract  in  private  yards  for  the  past 
seven  years  it  is  shown  that  the  government  repair  work  in  private 
yards  fell  off  from  £722,000  sterlmg  in  1903  to  only  £90,000  in  the 
estimates  for  1909-10.  The  great  difficulty  in  doing  work  of  this 
kind  in  a  private  yard  is  the  difficulty  of  specifying  in  great  detail 
exactly  what  you  wish  to  have  done.  On  the  other  hand,  I  haye  had 
personal  experience  at  a  yard  in  this  country  where  a  certain  shipping 
firm  had  its  repair  work  done  at  ^^book  cost,"  plus  10  per  cent.  It 
is  a  very  satisfactory  sort  of  a  way  to  do  it  if  you  are  quite  sure  what 
the  book  cost  is.  But  that  is  always  the  rub,"  exactly  what  is 
the  book  cost.  I  had  a  personal  experience  of  this  kind  in  con- 
nection with  work  for  our  own  Government  in  the  Far  East.  The 
contract  was  made  on  the  basis  of  book  cost,  plus  10  per  cent, 
and  the  only  sure  way  we  had  of  getting  exact  data  was  to  have 
inspectors  there  continuously  while  work  was  in  progress,  and  in  our 
final  settlement  my  statement  of  cost  was  about  half  that  of  the 
company,  and  my  ultimatum  was  either  to  give  me  complete  access 
to  tne  Books  or  take  my  fif^ures;  they  accepted  my  statement.  I 
do  not  mean  to  say  that  all  firms  do  that  way,  but  it  is  an  exceed- 
ingly difficult  thing  to  draw  a  specification  for  large  repair  work  so 
that  people  can  intelligently  bid  on  it,  and  if  you  do  not  draw  it  in 
the  greatest  detail  covering  all  sorts  of  contingencies,  you  are  fairly 
sure  to  have  the  very  embarrassing  condition  later  on  that  the  man 
who  gets  the  contract  may  find  out  that  he  has  got  to  give  more  than 
he  receives  pay  for.  His  effort  or  rather  the  tendency  of  his  employ- 
ees, will  then  be  to  do  iust  as  Uttle  as  they  can  within  the  strict  letter 
of  the  specffication  and  to  slight  the  work. 

Mr.  rADOETT.  So,  then,  the  proposition  in  the  last  analysis  of 
ship  work 
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Admiral  Caffs.  In  the  last  analysis^  I  believe  that  the  best  possible 
place  to  make  repairs  on  government  vessels  is  in  well-organized, 
well-run  government  yards,  and  when  shipbuilding  is  at  a  low  ebb, 
such  as  it  is  now,  the  bargains  are  to  be  obtained  by  having  new  ship 
construction  performed  in  private  yards. 

Mr.  Bates.  Your  answer  would  be  that  the  goyemment  yard  is  not 
an  industrial  institution,  and  in  the  very  nature  of  things  can  not  be. 

Admiral  Caffs.  A  government  yard^  as  my  experience  leads  me 
to  beheve,  has  too  many  military  ramifications  to  be  able  to  define 
it  strictly  as  an  industrial  yard.  You  can  introduce,  unquestionably, 
many  of  the  best  possible  features  of  an  industrial  establishment, 
but  you  must  recognize  the  military  difficulties  that  make  the  cost 
of  certain  classes  of  work  a  little  more. 

The  Chairman.  Now,  Constructor,  I  want  to  get  back  to  the  main 

Sroposition.    When  was  it  that  the  Newberry  plan  went  into  effect; 
o  you  remember  the  date? 

Admiral  Caffs.  I  think  it  was  February  1,  1909. 

The  Chaibman.  Under  General  Order  No.  9? 

Admiral  Caffs.  Yes,  sir. 

Tlie  Chaibmak.  And  it  continued  in  operation  in  the  different  yards 
until  when? 
.  Admiral  Caffs.  The  first  material  chance  was  July  1,  1909. 

The  Chairman.  What  was  that  change  f 

Admiral  Caffs.  It  practically  made  two  departments,  one  of  hull 
and  one  of  machinery,  both  departments  remaining  under  the  man- 
ager, the  inspector  or  machinery,  however,  having  control  of  the 
methods  and  cost  of  all  machinery  work. 

The  Chaibman.  What  was  the  next  change,  then? 

Admiral  Caffs.  The  next  change  was  December  1,  1909,  when  the 
manufacturing  department  was  definitely  divided  into  a  hull  division 
and  a  machinery  division,  the  senior  naval  constructor  being  made 
head  of  the  hull  division,  and  the  senior  engineering  officer  the  head 
of  the  machinery  division,  and  the  commandant  being  designated  as 
the  general  manager  of  the  manufacturing  department. 

The  Chaibman.  When  was  the  first  boara  appointed  to  consider 
the  Newberry  plan? 

Admiral  Caffs.  March  29, 1909. 

The  Chaibman.  About  two  months  after  it  went  into  effect — that 
is,  the  Newberry  plan? 

Admiral  Caffs.  Yes,  sir. 

The  Chaibman.  Was  that  the  Sperry  Board? 

Admiral  Caffs.  Yes,  sir. 

The  Chaibman.  Briefly,  what  did  the  Sperry  Board  recommend? 

Admiral  Caffs.  The  Sperry  Board  was  convened  March  29,  1909. 
It  made  recommendations  under  several  headings. 

The  Chaibman.  To  ^et  right  down  to  the  pomt,  did  they  recom- 
mend that  there  be  division  in  the  Newberry  plan — two  divisions; 
did  they  recommend  two  divisions,  hull  and  machinery? 

Admiral  Caffs.  The  Sperry  Board  report  was  not  unanimous. 
The  majority  recommended  a  line  officer  as  mona^er  and  a  return  in 
large  part  to  the  divisions  of  navy-yard  work  which  existed  prior  to 
the  Newberry  scheme.  The  minority  recommended  adherence  to 
the  Newberry  scheme  until  it  had  bec^  given  a  thorough  trial. 
21805—10 71 
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The  Chaibman.  You  were  a  member  of  the  Hunority,  were  you  I 

Admiral  Capps.  Yes,  sir. 

The  Chairman.  Who  was  the  other  member? 

Admiral  Capps.  Paymaster-General  Rogers. 

The  Chairman.  When  was  the  next  board  appointed? 

Admiral  Capps.  The  next  board  was  the  Leutze  Board,  which  was 
appointed  June  1,  1909,  and  submitted  its  report  on  June  4,  1909. 

The  Chairman.  Then  after  that  came  the  Swift  Board? 

Admiral  Capps.  The  Swift  Board;  yes,  sir. 

The  Chairman.  When  was  that? 

Admiral  Capps.  The  Swift  Board  was  appointed  July  13,  1909,  and 
submitted  its  report  under  date  of  October  11,  1909. 

The  Chairman.  Were  there  any  staff  officers  on  either  the  Swift 
Board  or  the  Leutse  Board? 

Admiral  Capps.  No,  sir. 

The  Chairman.  All  line  officers? 

Admiral  Capps.  Yes,  sir. 

The  Chairman.  How  many  line  officers  were  on  the  Swift  Board? 

Admiral  Capps.  Seven  and  a  recorder,  eight  in  all. 

The  Chairbian.  Had  any  of  them  had  any  previous  navy-yard 
experience?  * 

Admiral  Capps.  So  far  as  I  am  aware  the  only  one  who  had  had 
navy-yard  experience,  other  than  that  at  ordnance  yards,  was  the 
senior  member. 

The  CHAmMAN.  What  had  been  his  experience? 

Admiral  Capps.  He  was  at  the  Washington  Navy- Yard  for  a  full 
tour  of  duty — 1886-1890 — was  ordnance  officer  at  New  York  for  about 
three  years,  and  had  been  commandant  at  the  Boston  yard  for  about 
two  years.     I  can  obtain  his  exact  record  if  it  is  necessaiy. 

The  Chairman.  Now,  we  have  received  here  the  reports  of  the 
commandants  and  captains  of  the  yard  while  this  Newberry  plan 
was  in  operation.  Perhaps  you  can  tell  us  briefly,  in  a  few  words, 
just  what  the  substance  of  their  reports  was  as  to  tne  efficiency  of  the 
consolidated  plan  adopted  by  Mr,  l^ewberry. 

Admiral  Capps.  The  rmorts  varied  a  great  deal,  and,  as  previously 
stated,  sympathv  with  tne  general  arrangement  seemed  to  have  a 
very  important  bearing  upon  the  results  achieved.  At  one  vard  on 
the  west  coast  the  report  of  the  commandant  indicated  that  the 
results  achieved  had  been  exceUent. 

Mr.  Padgktt.  The  Mare  Island  vard? 

Admiral  Capps.  Yes,  sir;  the  Mare  Island  yard.  There  were  re- 
ports also  submitted  from  officers  in  command  afloat  which  indicated 
that  the  results  attained  were  excellent.  At  a  yard  on  the  Atlantic 
coast  the  report  was  most  adverse.  Other  reports  varied  between 
those  extremes. 

The  Chairman.  Take  it,  for  instance,  in  the  New  York  yard,  which 
is  the  largest  yard. 

Admiral  Capps.  At  the  New  York  yard  the  report  in  general  was 
satisfactory. 

Mr.  Butler.  Favorable  to  the  plant 

Admiral  Capps.  Favorable  to  the  plan. 

Mr.  Butler.  Who  made  that  report? 

Admiral  Capps.  Admiral  Goodrich. 
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Mr.  Butler.  A  line  officer? 

Admiral  Capps.  Yes,  sir;  nearly  all  reports  were  made  by  the  com^ 
mandant  or  by  line  officers. 

Mr.  BuTLEB.  And  the  reports  were  all  made  by  commandants? 

Admiral  Capps.  The  commandant;  in  some  cases  the  reports  of  the 
naval  constructor,  manager,  and  reports  of  inspectors  were  attached. 
In  most  cases,  however,  the  report  of  the  commandant  alone  was 
forwarded. 

Mr.  BuTLEB.  Who  asked  for  those  reports? 

Admiral  Capps.  The  reports  were  asked  for  by  the  Assistant  Secre- 
tary of  the  Navy.  There  were  also  reports  from  three  general  inspect- 
ors, line  officers. 

Mr.  BuTLBB.  Did  you  state  at  what  periods  those  reports  were 
requested? 

Admiral  Capps.  I  can  put  the  exact  date  in  the  hearing.  It  was 
while  the  Sperry  Board  was  in  session. 

Mr.  BuTLEB.  Some  time  in  the  summer  or  fall? 

Admiral  Capps.  In  the  spring  of  1909— April  12,  1909. 

Mr.  BuTLEB.  After  it  had  oeen  in  operation  for  three  months, 
perhaps? 

Admiral  Capps.  About  two  and  one-half  months. 

The  Chaibman.  It  was  stated  here  the  other  day  that  the  Newberry 
plan  was  more  expensive  (and  a  number  of  instances  were  cited  to  that 
effect)  than  under  the  present  system.  Would  you  care  to  take  up 
those  instances? 

AdmiralCAPPS.  I  can  do  so,  yes,  sir.  In  a  memorandum  furnished 
me  witli  the  hearing  I  was  informed  that  the  chairman  would  Kke  me 
to  be  prepared  on  matters  of  that  kind. 

Mr.  Padgett.  I  would  Uke  to  have  Admiral  Capps  take  each  of  the 
illustrations  submitted  bv  the  Secretary,  from  pages  329  to  339, 
I  believe  it  is,  of  his  last  hearing,  and  make  full  statement  with  ref- 
erence to  each  of  those  cases. 

Admiral  Capps.  Those  instances,  I  take  it,  were  taken  from  mem- 
oranda attached  to  the  hearing,  were  they  not? 

Mr.  Padgett.  Yes ;  I  believe  it  began  on  page 

Admiral  Capps.  The  appendixes  began  on  page  331. 

Mr.  Butler.  Before  tne  Admiral  begins  nis  statement,  I  would 
like  to  ask  if  we  have  printed  anywhere  the  Newberry  plan;  that  is, 
the  scheme  of  operation? 

The  Chairman.  Yes;  it  is  in  last  year's  hearing. 

Mr.  Dawson.  Have  you  a  copy  of  the  order  which  created  this 
first  board — the  Sperry  Board  ? 

Admiral  Capps.  It  is  in  the  printed  repo^^t,  I  think. 

Mr.  Dawson.  I  want  it  to  oe  made  clear  what  that  board  was 
created  for  and  what  it  was  expected  to  do. 

The  Chairman.  We  have  a  copv  of  the  report  and  everything  in 
connection  with  it,  together  with  the  Secretary's  letter  of  instructions 
appointins:  the  board. 

AdmiralCAPPS.  It  is  in  one  of  the  appendixes  of  that  hearing. 
The  order  was  dated  March  25.  1909,  and  is  on  page  40  of  this  depart- 
mental document.  It  is  entitled  ^'Report  of  a  board  making  recom- 
mendations regarding  revision  of  the  United  States  naval  regula- 
tions/' convened  by  flie  Secretary  of  the  Navy,  March  29,  1909. 
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Mr.  Dawson.  I  presumed  it  was.  There  is  an  appendix  to  the 
report  of  the  Sperrr  Board,  which  has  been  printed  as  a  document. 

The  Chairman.  les.  I  might  ask  you,  before  you  go  on.  Con- 
structor, whether  the  fact  of  the  appointment  of  the  H^oaras  and 
their  consideration  of  the  system  of  navy-yard  administration,  follow- 
ing so  soon  after  the  introduction  of  the  Newberry  plan,  operated 
in  any  way  to  lessen  the  efficiency  of  the  Newberry  planf 

Admiral  Capps.  That  is  necessarilv  a  matter  of  opinion^  but 
ordinarily,  where  any  scheme  does  not  nave  the  entire  approbation  of 
any  considerable  number  of  people,  and  those  people  are  necessarilv 
a  part  of  the  successful  working  out  of  the  scheme,  anything  which 
tends  to  indicate  lack  of  permanencv  or  possibilitv  of  change  would 
tend  to  prevent  the  attainment  of  tlie  best  possible  results. 

Mr.  Butler.  I  understand  all  that,  that  anybody  who  was  opposed 
theoretically  to  the  plan,  if  an  opportunity  "were  given  him,  might 
obstruct  it  in  the  wav  of  success. 

Admiral  Capps.  Tlie  human  tendency  is  that,  even  though  the 
men  concerned  might  not  necessarily  be  conscious  of  it. 

Mr.  Thomas.  Was  the  Newberry  plan  in  operation  long  enough  to 
have  it  thoroughly  tried  out? 

Admiral  Capps.  That  again  is  necessarily  a  matter  of  opinion. 
The  conditions  under  whicn  it  was  operating  for  a  large  part  of  its 
continuance  were  such  as  to  make  it  difficult  to  obtain  the  best 
results  under  that  svstem,  because  of  the  unsympathetic  attitude 
of  many  officers — ana  in  stating  that  the  attitude  was  unsympathetic, 
I  do  not  in  the  slightest  degree  impugn  the  motives  of  anyone. 
It  was  simply  a  human  condition. 

Mr.  Thomas.  But  it  was  becoming  more  and  more  efficient;  the 
longer  it  was  in  operation  the  smoother  it  ran. 

Admiral  Capps.  The  crudities  in  the  system  would  necessarily  be 
eliminated  as  time  went  on.  An  adjustment  in  any  system  has  to 
be  made  from  time  to  time. 

Mr.  Padgett.  I  want  to  hear  the  instances  that  the  Secretary  has 
submitted.  I  am  not  discussing  them  one  way  or  the  other,  but  I 
would  like  to  have  Admiral  Capps  pve  us  all  the  information  that  he 
may  have  with  reference  to  those  instances  that  appear  in  the  hear- 
ings of  the  Secretary. 

Mr.  Kitchin.  Mr.  Chairman,  I  suggest  that  the  Admiral  take  the 
testimony  of  the  Secretary  to  his  office  and  take  up  each  item  that 
he  desires,  which  are  items  of  estimates,  and  put  it  in  his  hearing. 
He  can  do  that  better  than  here.  It  is  nearly  time  for  us  to  go  into 
the  House,  and  I  would  ask  if  that  would  be  agreeable  to  him. 

Admiral  Capps.  Any  way  would  be  suitable  to  me.  The  printed 
hearings  were  sent  to  some  of  the  officers  directly  concerned,  and  thev 
have  submitted  statements  to  the  commandants  of  the  navy-yarcfs 
concerned,  and  copies  of  these  statements  have  been  forwardea  to  the 
Chief  Constructor.  A  telegraphic  report  covers  a  large  number  of 
items  submitted,  and  this  very  complete  telegraphic  statement  will 
be  followed  by  a  full  written  statement.  Those  statements,  at  your 
pleasure,  will  be  attached  to  the  hearings.  (Appendixes  Nos.  3,  4 
and  5.) 

Mr.  ErrcHiN.  I  would  be  glad  to  have  them  attached  to  the 
hearings. 
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Admiral  Capps.  I  can  briefly  go  oyer  some  of  the  most  important 
right  now  if  you  so  desire. 

The  Chaibman.  Why  not  do  that,  and  then  afterwards  put  in  the 
hearings  the  full  statement? 

Mr.  Thomas.  I  would  suggest  that  the  Chief  Constructor  pick  out 
a  few  cases  to  show  his  side  of  the  situation. 

Admiral  Capps.  If  you  will  permit  me  to  say  so,  gentlemen,  I  do 
not  think  that  the  selection  of  any  cases  of  that  kmd  by  me  will 
really  assist  you  in  the  matter  involved.  I  have  been  for  a  period 
the  head  of  two  bureaus — the  Bureau  of  Construction  and  Repair  and 
the  Bureau  of  Steam  Engineering.  I  can  doubtless  pick  out  some 
very  disagreeable  examples;  they  do  not  necessarily  reflect  seriously 
on  any  particular  individual;  they  do  indicate,  however,  in  several 
instances  a  grave  lack  of  good  administration.  1  am  prepared  to  take 
up  each  one  of  the  instances  that  has  been  noted  in  the  appendices, 
and  I  think  if  you  will  take  the  opportunity  to  read  the  communica- 
tions from  the  yards  concerned 

Mr.  Thomas.  Even  if  you  admit  a  few  cases  to  be  true,  that  would 
not  prove  the  whole  general  scheme  to  be  a  bad  one? 

Admiral  Capps.  If  you  take  up,  for  instance,  this  memorandum, 
these  cases  may  be  disposed  of  briefly. 

The  Chairman.  After  that  you  can  put  in  your  full  explanation, 
but  I  want  to  hear  it  now  briefly. 

Admiral  Capps.  On  page  334  of  the  hearings  is  a  memorandum 
giving  twelve  examples  of  alleged  inefficient  work  under  the  naval  con- 
structor as  manager.  The  first  of  these  states  that  ''the  estimates  in 
April,  1909,  for  rebabbitting  the  crankpin,  crosshead,  and  eccentric 
brasses  of  the  West  Virginia  at  Mare  Island  was  $10,350.  The  esti- 
mate of  identical  work  on  the  engines  of  the  Tennessee  in  1907  at 
another  yard  was  $5,500.  As  the  machinery  is  identical  the  increased 
cost  was  88  per  cent  under  the  manager  system."  A  telegraphic 
report  from  the  commandant  of  the  navy-yard  at  Mare  Island  states 
in  substance  as  follows — the  figures  having  been  checked  by  the  pay- 
master of  the  yard: 

The  estimate  for  rebabbitting  the  We$t  Virginia  brasses  was  made  by  Lieut.  R.  0. 
Davis,  a  line  officer  doing  engineering  duty.  The  ship  wab  in  San  Francisco  and  the 
work  could  not  be  dismantled  and  inspected  to  enable  a  detailed  estimate  to  be  made. 
The  estimate  was  based  upon  statements  of  the  ship's  officers,  as  reported  by  the 
manager  (naval  constructor)  to  the  Bureau  of  Steam  Engineering  in  a  letter  dated 
September  18,  1909.  The  actual  cost  was  not  $10,350,  but  $2,180.  This  was  reported 
to  the  Bureau  of  Steam  Engineering  by  the  naval  constructor  manager  in  September 
last. 

Mr.  KrrcHiN.  How  much  was  the  actual  costi 

Admiral  Capps.  Two  thousand  one  hundred  and  eighty  dollars. 
The  next  item  relates  to  indirect  charges — the  amount  of  indirect 
charges  at  the  navy-yard,  League  Island,  in  July  and  August,  1908 
and  1909.  The  memorandum  fails  to  state  that  the  system  of  ac- 
counting for  indirect  charges  was  totally  diflferent  in  July  and  August, 
1908,  from  the  system  in  vogue  in  July  and  August,  1909;  that  in 
July  and  August,  1908,  many  charges  which  were  really  *' indirect 
charges''  and  subsequently  so  styled  and  accounted  for  in  1909, 
were  charged  to  a  general  maintenance  account  and  therefore  a 
statement  of  the  indirect  charges  in  1908 — July  and  August — is  not 
directly  or  fairly  comparable  with  a  similar  statement  of  indirect 
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charges  in  July  and  August,  1909,  due  to  a  change  in  the  system  of 
accounting,  the  actual  expenditures  not  bein^  affected.  But  even 
so,  this  memorandum  also  fails  to  state  that  m  the  months  of  July 
and  August,  1909,  there  were  very  large  expenditures  for  leave  and 
holidays,  due  to  leaves  for  those  calenoar  years  having  been  more  or 
less  suspended  during  the  few  months  prior  to  Joly  1  on  accoimt  of 
the  large  amount  of  work  on  hand.  So  that  those  two  months  bore 
an  undue  proportion  of  the  total  leave  for  the  year. 

Mr.  Dawson.  It  is  customary  to  give  the  leave  during  the  hot 
months,  is  it  noti ' 

Admiral  Capps.  The  law  says  that  the  leave  shall  be  given  when- 
ever it  suits  the  convenience  of  the  department  or  the  yard.  If  you 
have  a  lot  of  work  you  suspend  the  granting  of  leave  to  the  vard  force 
and  when  the  work  get  slack  you  work  off  the  accumulated  leave. 

Mr.  KiTCHiN.  If  you  have  it  before  you,  I  would  like  to  have  you 
go  back  to  that  itom  $2,180,  the  estimate  on  the  West  Virginia  at 
Mare  Island.  Do  they  not  have  some  books  in  the  department  to 
show  that  cost  and  the  items  of  coati 

Admiral  Capps.  I  have  given  the  committee  direct  and  detailed 
information  from  the  navy-yard  itself. 

Mr.  Thomas.  The  work  was  really  not  done  in  the  navy-yard;  it 
was  done  on  board  ship. 

Admiral  Capps.  Oh,  no;  it  was  done  in  the  navy-yard  and  cost  one- 
fourth  of  this  estimate,  and  the  estimate  was  made  by  a  line  officer 
doing  engineering  duty. 

Mr.  Slemp.  I  notice  that  you  do  not  use  the  identical  language 
here  as  you  did:  was  there  anything  omitted? 

Admiral  Capps.  What  change  do  you  refer  to? 

Mr.  Slemp.  I  notice  that  you  left  out  *'crosshead  and  eccentric 
brasses." 

Admiral  Capps.  I  read  that.     The  phraseology  is  exactly  the  same. 

Mr.  Gregg.  He  contemplates  making  a  change  in  payment  of  repair 
and  labor  time.  Is  that  not  contemplated  in  this  new  change  that 
he  is  making? 

Admiral  Capps.  The  method  of  doing  the  work  Has  been  changed. 

Mr.  Gregg.  I  mean,  does  he  not  also  nave  a  separate  change  of  the 
estimate,  for  more  thorough  inspection  and  estimate? 

Admiral  Capps.  There  is  an  inspection  system  provided,  but  those 
responsible  would  have  to  make  estimates  in  very  much  the  same  way 
that  they  made  them  before. 

Mr.  Gregg.  Are  estimates  the  result  of  inspection — the  inspection 
contemplating  what  ought  to  be  done? 

Admiral  Capps.  The  preliminary  inspection  is  only  general.  The 
usual  method  of  inspection  by  the  inspection  board  would  be  to  decide 
on  Questions  of  general  arrangement — military  and  other  features 
involving  whole  groups  of  estimates.  They  have  heretofore  had 
nothing  to  do  with  specific  and  detailed  estimates. 

(Continuing  answer  to  previous  question,  which  had  been  inter- 
rupted) : 

xleferring  to  the  second  item,  I  have  here  a  statement  from  the 
BuFeau  of  Supplies  and  Accounts  giving  the  exact  amount  of  indirect 
ehai^es  and  the  leave  and  holiday  account  and  the  direct  labor  in 
the  Steam  Engineering  Department  at  the  navy-yard,  League  Island, 
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for  Jvlfy  and  August,  1908  and  1909,  and  will  append  it  to  the  heap- 
ing.    {See  Appendix  No.  6.) 
The  next  item  is  the  foUowing 

The  estimates  of  the  Mare  Island  y«rd  for  repairing  the  machinery  of  the  Glacier 
were  $6,443.  The  actual  cost  of  it  was  $14,4S1 .08,  or  two  and  one-fourth  times  as  mudi 
as  the  estimate. 

The  excess  cost  of  the  work  on  the  Glacier  over  the  estimate  was 
due  principally  to  the  refrigerating  machinery  and  to  a  greati^ 
increased  amount  of  work  over  that  estimated  upon.  These  esti- 
mates were  also  made  by  Lieutenant  Davis,  a  line  officer  on  engineer- 
ing duty,  from  statements  of  the  ship's  officers  and  general  examina- 
tion without  dismantling  the  machinery.  When  the  work  was  under- 
taken and  the  machinery  dismantled,  the  conditions  were  found  very 
much  worse  than  reported  or  expected,  not  an  unusual  thing  in 
machinery.  The  actual  conditions  were  reported  to  the  inspector  of 
machinery  and  large  repairs  not  estimatecT  on  were  directed  by  the 
inspector  of  machinery  to  be  made.  Machinist  Krainek,  representing 
the  inspector  of  macninery,  was  present  nearly  all  the  tune  while 
repairs  were  in  progress.  The  inspector  of  machinery  authorized 
working  three  shifts,  an  arrangement  which  necessarily  mcreased  the 
costs.  Full  overhead  expense  was  not  included  in  the  estimates,  but 
was  included  in  the  return  of  costs.  It  is  also  worthy  of  note  that 
the  work  was  done  after  July  1,  1909,  and  the  navy  regulations  gave 
the  inspector  of  machinery  jwwer  to  direct  work  and  methods. 
Naval  Conslructor  Evans  forwarded  inspector  of  machinery  on 
January  7  a  full  statement  of  this  work.  The  foregoing  statement  m 
based  on  an  official  telegram  from  the  commandant  of  tne  navy-yard, 
Mare  Island. 

The  next  item  is: 

At  the  same  yard  the  estimates  for  the  Saturn  were  $1,283;  the  cost  was  $4,186.53. 
On  the  Active  the  work  cost  $1,563.54,  instead  of  $951. 

Based  on  telegraphic  statement  of  the  commandant  at  the  navy- 
yard,  Mare  Island,  the  above  statement  as  to  estimates  for  the  Saturn 
IS  seriously  inaccurate.  The  estimates  as  submitted  totaled  not 
$1,283,  but  $4,343.  The  actual  cost  of  the  work  was  $4,210.  In 
other  words,  the  actual  estimate  was  more  than  three  times  that  given 
in  this  memorandum  and  the  actual  cost  was  less  than  the  estimate. 

Mr.  Greoo.  Are  there  any  books  in  the  department  to  show  these 
things  accurately? 

Admiral  Cafps.  This  memorandimi  imder  consideration  was  pre- 
pared by  the  Bureau  of  Steam  Engineering.  I  am  not  giving  these 
statements  of  cost  of  my  own  personal  knowledge,  but  they  are 
statements  based  upon  direct  and  explicit  reports  from  the  command- 
ant of  the  yard  where  the  work  was  performed,  and  these  statements 
of  costs  as  stated  in  the  beginning  of  the  commandant's  telegram, 
were  checked  by  the  paymaster  of  the  yard. 

Mr.  Gregg.  Then,  if  Admiral  Cone  has  given  us  correctly  what  is 
shown  by  the  books  in  his  department,  the  books  in  his  department 
and  the  books  at  the  navy-yard  are  very  different. 

Admiral  Capps.  The  statements  I  have  made  are  based  upon  actual 
official  returns  from  the  navy-yard.  The  place  where  the  work  was 
done  is  the  place  that  one  naturally  relies  on  for  detailed  and  accurate 
statements  of  cost.     Reports  from  the  Bureau  of  Steam  Engineering 
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as  to  costs  should  be  based,  it  would  seeni)  on  such 'official  reports  as 
they  receive  from  the  navy-yard,  or  the  Bureau  of  Supplies  and 
Accounts.    That  is  the  only  way  we  can  get  it  accurately. 

The  cost  of  the  work  done  on  the  AdwCj  corresponding  to  the 
estimate  of  S951,  is  reported  by  the  commandant  as  incorrectly 
stated.  It  should  be  $1,445.  The  estimates  were  submitted  the 
middle  of  August,  and  the  work  was  not  undertaken  until  the  middle 
of  October.  The  tug  was  in  service — the  Active  is  a  tug — meanwhile, 
and  more  work  was  required  than  when  the  estimates  were  submitted. 
Also  as  to  one  important  item — the  tail  shaft — the  estimate  was 
made  before  docking  the  ship,  and  is  necessarily  approximate.  The 
inspector  of  machinery  directed  work  not  included  m  the  estimates — 
another  case  of  more  work  being  re(][uired  than  was  estimated  on — 
and  the  one  who  required  the  additional  work  was  the  inspector  of 
machinery,  and  not  the  naval  constructor  manager.  (See  Appendix 
No.  3,  par.  4,  for  full  particulars.) 

Item  five:  . 

On  the  West  Virginia^  where  the  department  told  the  yard  that  the  estimatee  were 
considered  excessive,  the  cost  exceeded  those  estimates  by  $5,657 .83,  and  by  $13,583.83. 
if  allowance  be  made  for  one  estimate  of  $8,000,  the  work  for  which  was  performed 
in  a  manner  recommended  by  the  inspector  of  machinery  at  a  cost  of  $874. 

The  commandant  at  Mare  Island  reports  that  the  above  statement 
as  to  the  West  Virginians  costs  and  estimates  is  incorrect  and  submits 
report  upon  which  following  is  based.  Omitting  the  estimates  and 
cost  of  the  job  on  the  ash  ejectors,  which  was  not  completed,  the  total 
estimates  amounted  to  $40,924.  The  total  cost  amounted  to  $33,443 ; 
in  other  words,  $7,000  less  than  the  estimate.  Omitting  the  estimate 
and  costs  for  rebabbitting  the  main  bearings,  as  to  which  the  manager 
stated  in  his  letter  they  were  not  available^  for  examination  and  there 
was  nothing  to  show  whether  they  were*  out  of  alignment  or  not, 
and  subsequent  examination  showed  this  item  to  be  a  comparatively 
small  job;  also  omitting  the  estimates  and  costs  for  boiler  job  origi- 
nally estimated  to  be  done  by  the  ship's  force  and  actually  done  by 
the  yard  force^  by  direction  of  the  inspector  of  machinery,  the  esti- 
mate for  remaining  work  becomes  $32,624 — the  actual  cost  $29,089, 

Item  six: 

Permanent  joints  were  broken  on  the  boilers  of  the  Preble  at  Mare  Island,  not  because 
this  work  was  necessary,  but  because  of  a  desire  to  see  what  the  joints  looked  like. 

As  reported  by  the  commandant  of  the  Mare  Island  Navy- Yard, 
the  joints  referred  to  on  the  Preble  were  in  bad  condition,  requiring 
repairs.  The  commanding  officer  of  the  Preble^  Lieutenant  Brulharti 
now  outside  superintendent  of  the  machinery  division  at  Mare 
Island,  refused  to  pass  the  boilers  unless  the  joints  were  broken  and 
remade.  Lieut.  Milton  Davis,  now  engineering  superintendent  of 
the  machinery  division  at  Mare  Island,  informed  the  manager  that 
the  same  joints  on  the  Paul  Jones  were  not  broken  when  her  boilers 
were  repaired  at  Mare  Island  before  consolidation,  and  were  afterwards 
found  m  bad  condition. 

Item  seven: 

At  the  same  yard  condenser  tubes  valued  at  about  $4,000  were  melted  up  as  scrap 
and  the  manager  was  unable  to  fix  the  responsibility  for  this  wtute. 

The  full  report  will  explain  this  more  completely.  They  were  sent 
to  the  foundry  in  the  usual  way  February  18,  1909 — that  is,  eighteen 
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days  after  this  consolidation  went  into  effect.  Full  report  on  this  mat- 
ter was  submitted  by  the  naval  constructor  manager  in  June,  1909, 
(See  Appendix  No.  3,  par.  7.) 

Mr.  THOMAS.  The  material  is  copper,  is  it  not?  ^ 

Admiral  Capps.  It  is  a  mixture  or  copper  and  zinc.  Commandant 
reports  the  alleged  value  of  $3,000  mcorrect  (the  telegram  says 
$3,000;  it  shoula  read  $4,000),  the  tubes  being  of  value  only  as 
scrap,  hence  no  loss.    (See  Appendix  No.  3  for  mil  report.) 

Item  eight. 

Again,  at  Mare  Island  floor  platee  to  the  value  of  $1,500  were  thrown  on  the  dump 
because  their  edges  were  rusty,  on  account  of  which  the  general  storekeeper  would 
not  receive  them. 

The  above  statement  as  to  the  floor  plates  is  reported  as  incorrect 
by  the  commandant  at  Mare  Island.  The  manager  turned  the  floor 
plates  and  boiler  tubes  previously  in  the  steam  engineering  depart>- 
ment  over  to  the  storekeeper  (apparently  these  tubes  and  plates  had 
been  stowed  in  the  engineering  department).  On  account  of  their 
poor  condition,  due  to  lack  of  care,  the  storekeeper  refused  to  put 
them  in  the  storehouse,  and  had  them  stowed  in  a  field  adjacent  to 
the  engineering  shops  until  they  were  overhauled.  The  commandant 
also  states  that  full  report  from  the  storekeeper  dated  September  29, 
1909,  and  forwarded  to  the  Navy  Department,  completely  refutes 
this  statement. 

Item  9: 

Mare  Island  had  orders  to  make  5  screw  propellers  for  the  Davis  and  Fox,  None  of 
the  test  pieces  were  pulled  until  all  the  screws  had  been  cast,  and  then  it  was  found 
that  the  metal  was  of  such  inferior  quality  as  to  be  fit  only  for  the  scrap  heap.  Had 
the  test  piece  from  the  first  screw  cast  been  pulled,  the  poor  quality  ox  the  material 
would  have  been  known  and  a  needless  expenditure  of  $1,000  avoided. 

Five  propellers  for  the  torpedo  boats  Fox  and  Davis  were  made  of 
^n  metal,  as  no  suitable  manganese  bronze  was  on  hand.  One  was 
mstalled  on  the  Davis  seven  months  ago,  has  been  used  and  not  yet 
removed. 

The  total  labor  cost  of  the  other  four  was  S390.  The  material  can 
be  used  again  at  a  loss  estimated  at  $50,  making  the  total  loss  $440. 
The  cost  of  the  propeller  on  the  Davis  is  for  laoor  $123.  If  this  is 
counted  as  lost  the  total  loss,  allowing  $12  loss  for  material  in  the 
Davis  propeller,  is  $575.  Full  report  was  submitted  to  the  Bureau  of 
Steam  Engineering  in  July,  1909.     (See  Appendix  No.  3,  par.  9.) 

Item  11: 

A  very  simple  job  came  up  at  Mare  Island  for  making  a  new  drum  for  one  of  the 
boilers  of  the  torpedo  boat  Forragut.  The  work  involved  no  complication  whatever, 
and  was  such  as  any  boiler  shop  would  have  been  able  to  handle  with  ease;  but  after 
consuming  eighteen  days  without  doing  any  work  at  the  yard  the  manager  recom- 
mended that  we  drum  be  purchased.  Had  he  been  at  all  experienced  in  boiler  work 
he  would  have  procured  the  material  and  proceeded  with  the  work  without  delay. 

From  a  telegraphic  statement  of  the  commandant  at  Mare  Island 
it  appears  that  a  defect  in  the  drum  on  the  Farragut^s  boiler  was  dis- 
covered September  29, 1909,  was  immediately  reported  to  the  inspector 
of  machinery,  and  work  stopped  by  him.  The  inspector  of  ma- 
chinery recommended,  on  October  8,  to  the  Bureau  or  Steam  Engi- 
neering, riveting  the  defective  weld.  The  manager  asked  for  a 
decision  and  urged  early  action.  The  Bureau  of  Steam  Engineering, 
by  telegram  dated  October  18,  disapproved  the  recommendation  oi 
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the  inspector  of  machinery  and  directed  a  new  dram.  No  material 
was  on  hand.  The  nayal  constructor-manager  suggested  bujin^  a 
drum,  as  it  was  cheaper  and  quicker  (the  Farraeuif  it  may  be  recalfed, 
was  built  at  the  Union  Iron  Works,  which  works  are  within  30  miles 
of  Mare  Island).  It  was  the  duty  of  the  inspector  of  machinery  to 
make  re<}uisition  for  the  material  and  not  the  manager.  The  inspector 
of  machmery,  on  Norember  1,  recjuested  the  storekeeper  to  make 
requisition  for  the  material,  and  this  was  done  on  November  3.  The 
inspector  of  machinery  informed  the  naval  constructor-ihana^fCHT  on 
November  3  that  he  had  requested  the  storekeeper  to  make  requisition 
for  the  material.  The  naval  constructor-manager  again,  on  \ovem- 
ber  6,  suggested  to  the  inspector  of  machinery  the  purchase  of  a 
drum,  but  this  in  no  way  delayed  the  inspector.  Any  delays  were 
due  to  the  inspector  of  machinery — ^not  to  the  naval  constructor^ 
manager.  The  commandant  furthermore  reported  that  the  Union 
Iron  Woiks  (which  built  the  Farragut)  could  supply  in  ten  weeks  a 
new  drum  complete  with  fittings,  but  tube  holes  not  drilled,  for 
$915;  also  that  the  material  ordered  for  FarraguCs  drum  is  not  yet 
received  at  Mare  Island,  and  it  is  believed  that  it  is  not  yet  shipped 
from  the  East. 

The  Chaibman.  These  are  statements  from  the  commandant,  as  I 
understand  it;  a  line  officer. 

Admiral  Capps.  Yes,  sir;  at  Mare  Island. 

The  Chairman.  And  not  from  the  constructor. 

Admiral  Capps.  The  statements  in  the  telegram  have  been  slightly 
expanded  where  it  was  necessary  to  fill  in  words  to  complete  the 
meaning;  but  the  figures  and  facts  are  in  no  sense  altered.  Full 
report  ought  to  be  here  by  the  end  of  the  week  and  will  be  appended 
to  the  hearing. 

(The  detailed  written  report,  since  received,  was  made  by  the  naval 
constructor  and  approved  oy  the  commandant,  the  costs  bemg  checked 
by  the  accounting  officer,  as  noted  in  the  commandant's  indorsement. 
See  Appendix  No.  3.) 

Mr.  rADOETT.  No.  10  you  did  not  refer  to. 

Admiral  Capps.  That  is  about  the  machinery  of  the  Florida,  The 
following  is  a  quotation  from  the  memorandum  of  the  Bureau  of 
Steam  Engineenng: 

Afii  iUuptrating  the  unfamiliarity  of  the  naval  conBtructore  with  engineering  work 
may  be  cited  the  followine: 

The  machinery  of  the  Florida  is  building  at  the  New  York  Navy- Yard.  Six  mcMitha 
after  work  was  authorized  the  manager  reported  that  it  would  not  be  possible  to  com- 
plete the  castings  for  the  turbine  casings  in  time,  and  recommended  that  they  be 
obtained  by  purchase.  The  inspector  of  machinery  reported  that  no  serious  effort 
had  been  made  to  get  out  the  patterns,  and  that,  in  his  opinion,  the  castings  could  be 
made  in  the  yard.  The  department  accordingly  disapproved  the  recommendation 
of  the  manager  and  subsequently  transferred  the  direction  of  this  work  to  the  inspector 
of  machinery,  under  whom  the  manufacture  of  these  casings  is  progressing  satisfactorily. 

The  naval  constructor,  manager  at  the  navy-yard,  New  York, 
having  received  a  copy  or  the  Naval  Committee's  published  hearing, 
made  a  report  to  the  Secretary  of  the  Navy,  via  the  commandant, 
sending  a  copy  direct  to  the  "chief  constructor  for  his  information 
in  view  of  the  imminence  of  his  hearing  before  the  committee.  This 
report  from  Naval  Constructor  W.  J.  Baxter,  U.  S.  Navy,  quotes  the 
language  that  I  have  just  read,  and  then  states: 

Having  been  manager  of  the  manufacturing  department  at  this  navy-yard  from 
February  1, 1909,  to  December,  1909,  this  statement  is  bo  unfortunately  worded  thai 
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it  iisplxeB  n«gligence  and  ignonace  on  my  part  wlule  aaaigned  to  tlds  diity^  afid  I 
therefore  reBpectfuUiy  reoueet  the  departmeBt  to  eoneider  ike  following  brief  statement 
of  facts,  which  can  be  fully  verified  oy  the  records: 

2.  I  entered  the  Naval  Academy  as  a  cadet  engineer,  and  after  graduation  had  three 
yean  sea  service,  one  year  of  which  wae  as  an  assiflttant  engines;  after  this  I  was  sent 
abroad  for  special  study,  a&d  spent  two  years  in  a  celebnted  shipyard  in  Glasgow, 
Scotland,  performing  the  same  duties  as  its  regular  emploveee,  duni^  working  hottSBt, 
in  the  engineering  (Uafting  room  and  in  the  engineering  shops. 

He  was  an  engineer  by  training  and  profession.  [Continuing 
reading:] 

As  a  helper  for  their  superintendent,  and  at  night  took  the  lectures  at  Glasgow 
UniverBitv;  then  had  the  (wicial  one  year  course  in  theoretical  naval  architecture  at 
the  Frencn  National  School. 

This  is  apropos  of  the  statement  that  be  was  inexperienced  in  engi- 
neering matters.     [Continuing  reading:] 

Returning  home  in  1880, 1  was  an  asBistant  of  Naval  Constructor  Bowles  during  the 
construction  of  the  Texaa  and  Raleigh,  until  after  their  launching.  In  1896,  i  was 
ordered  as  the  head  of  the  department  of  conetruction  and  repair  at  the  Mare  Island 
Navy- Yard,  and  since  that  time  have  been  on  duty  in  the  same  responsible  capacity 
at  the  Boston  and  New  York  yards,  where  I  have  had  control  of  thousands  of  em- 
ploveee. In  the  summer  of  1899  I  visited  the  principal  shipyards  of  Great  Britain 
and  France;  and,  while  on  duty  at  Philadelphia  in  1903,  was  superintending  con- 
structor of  the  three  principal  shipyards^  systematizing  and  makmg  uniform  their 
work.  I  emphaticall}^  deny  that  1  am  inexperienced,  and  that  I  nave  a  lack  of 
knowledge  of  engineeni^  work. 

3.  The  department  oroered  the  building  of  the  Florida  at  this  navy-yard  in  the  con- 
Btructi<Mial  period  of  thirty-two  months.  Beginning  November  24,  1908,  and  expiring 
July  24,  1911,  the  same  as  allowed  her  sister  ship,  the  Utah,  building  by  a  private 
shipvard.  The  final  decision  as  to  the  type  of  machinery,  however,  was  not  made 
until  December  12,  1908. 

4.  In  order  to  comply  with  the  department's  instructions  it  was  decided,  with  the 
commandant's  approval,  that  the  keel  should  be  laid  as  early  in  March  as  the  weather 
would  permit,  and  that  the  laimch  should  take  place  one  year  later,  if  practicable. 
Although  the  hull  can  be  made  ready  for  launching  in  March,  1910,  the  launch  can 
not  occur  then,  as  neither  the  shafting  nor  the  propellers  would  be  installed,  such 
installation  being  absolutely  necessary,  as  the  Florida  can  not  be  docked  at  this  navy- 
yard  after  launching.  When  I  became  responsible  for  the  rapid  completion  of  the 
madiinery,  February  1,  1909,  I  considered  that  it  was  very  essential  to  complete  the 
installation  of  all  the  heavy  fittings^  turrets,  guns,  and  engines,  before  December  1, 
1910,  to  allow  ample  time  for  minor  installations,  tests,  triak,  etc.,  and  also  to  obviate 
the  delay,  difficulty,  and  increased  cost  of  handling  such  heavy  weights  in  winter 
weather.  The  worlE  was  laid  out  accordingljr,  and  it  was  believed  essential  in  carrying 
out  this  programme  that  all  the  turbine  casings  should  be  in  the  large  machine  shop 
and  ready  for  final  boring  not  later  than  March  1,  1910. 

It  was  obvious  that  the  navy-yard  foundry  had  not  sufiicient  capacity  to  produce 
these  turbine-casing  castings  in  the  short  time  available.  I  therefore  carefully 
investigated  the  possibilities  of  having  some  of  these  castings  made  by  a  reliable 
private  foundry;  my  letter  of  June  11,  1909,  copy  appended  (Appendix  No.  4),  gives 
a  complete  history  of  the  manner  in  which  the  proposed  transaction  was  finally  crystal- 
lized. It  will  be  noted  that  this  letter  was  written  four  months  and  eleven  days 
after  I  became  responsible,  and  not  six  months,  as  is  implied. 

5.  It  is  further  implied,  in  the  quotation  heading  this  letter,  that  all  the  turbine 
casings  were  to  be  obtained  by  mirchase;  as  a  matter  of  fact,  I  recommended  that 
only  one-half  be  so  obtained.  There  are  eight  turbine  casings  required,  viz  (there 
are  two  castings  composing  each  casing): 

One  high-pressure  cruismg,  one  intermediate-pressure  cruising,  two  high-pressure 
astern,  four  (small)  casings;  two  high-preesure  ahead,  two  low-pressure  ahead  and 
astern,  four  (laige)  casings. 

The  weight  of  the  4  small  casmgs  is  less  than  half  that  of  the  4 
large  ones;  I  proposed  to  cast  the  smaller  4  in  the  navy-yard,  believ- 
ing the  yard  foundry  had  ample  capacity  to  turn  them  out  in  the 
time  allowed,  and  to  have  the  larger  4  cast  and  rough  bored  by  a 
private  firm  which  would  guarantee  delivery  at  the  proper  time. 
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The  navy-yard  foundry  wiU  probably  complete  the  4  small  casings, 
ready  for  smooth  boring,  in  the  time  I  estimated;  but  it  is  equally 

{>robable  that  the  4  larger  casings  will  not  be  completed  and  reeidy 
or  smooth  boring  before  July  or  August,  four  or  five  months  later 
than  would  have  oeen  the  case  had  they  been  cast  and  rough  bored 
by  a  private  foundry. 

I  have  information  that  the  firms  which  have  the  contracts  for 
similar  castings  on  the  sister  ship,  the  Utah,  the  builders  of  which 
let  their  contracts  for  these  casings  to  outside  firms,  as  the  manager 
recommends  the  Bureau  of  Steam  Engineering  should  do,  have 
already  completed  and  delivered  14  of  the  16  castings  required  for 
the  Utahf  and  have  cast  the  remaining  2,  so  that  that  vessel  should 
not  be  delayed  by  reason  of  delay  in  receipt  of  these  turbine  casings 
[continuing  reading]: 

As  regards  the  statement  concerning  the  delay  in  making  patteniB  for  these  caaingB: 
The  inspector  of  machinery,  in  the  second  paragraph  of  his  indorsement  of  June  22, 
1909,  stated: 

*'2.  Further  inquiry  as  to  this  matter  discloses  that  from  the  first  there  haa  been  no 
effort  made  to  get  out  patterns  for  all  turbine  castings  for  the  Florida.  It  does  not  ap- 
pear that  the  pattern  shop  is  or  has  been  worked  to  its  capacity.  Apparently  t£e 
manufacturing  department  had  early  assumed  the  necessity  of  having  four  seta  of 
these  patterns  and  castings  made  outside.  From  paragraDh  4  of  the  withm  I  conclude 
that  the  programme  of  work  was  determined  upon  with  this  end  in  view.'' 

Naturally  the  manufacturing  department  did  not  start  work  on  patterns  it  intended 
to  procure  elsewhere,  but  I  do  not  acknowledge  any  delay  on  this  account.  I  invite 
attention  to  my  letter  taking  exception  to  the  above  remarks,  No.  36&-301^1039-SY 
of  June  25,  1909,  in  part  as  follows: 

'*2.  In  relation  to  the  latter  part  of  the  remark  above  quoted,  I  beg  to  sav  that  the 
pattern  shop  was,  during  the  early  part  of  the  visit  of  the  fleet,  very  full  of  fleet  work. 
As  fast  as  plans  of  turbine  cylinders  became  available  they  were  taken  in  hand,  even 
in  advance  of  approval,  and  men  called  in  or  taken  from  fleet  work,  until  at  the  preeent 
time  we  are  workmg  on  three  of  these  cvlinder  patterns  simultaneously.  This  is  about 
the  maximum  numoer  that  can  be  worked  on  at  once,  having  regard  to  the  floor  space 
available,  the  number  of  large  lathes,  and  other  work  requiring  laige  floor  space  and 
lathes,  such  as  condenser  heads,  rotor  wheels,  sea  valves,  etc.,  to  say  nothing  oi  current 
yard  work." 

In  addition  to  the  above,  attention  is  also  invited  to  the  fact  that  a  large  number  of 
rotor-wheel  patterns,  which  naturally  take  precedence  over  the  cylinder  patterns, 
were  gotten  out  and  shipped  during  this  time.  Work  on  the  battle  ships  of  the  fleet 
iJways  has  the  preference  over  all  other  work,  and  men,  tools,  and  appliances  are 
taken  from  the  Florida  whenever  necessary  to  rush  fleet  work. 

7.  The  comparison  of  the  estimate  of  the  inspector  of  machinery  with  the  actual 
bid  made  by  the  Cramp  Company  does  not  appear  to  me  as  equitable,  the  former  being 
an  estimate  for  work  which  had  not  previously  been  done  and  whose  difficulties  were 
not  fully  known,  while  the  latter  was  a  business  bid  based  on  previous  experience. 
Furthermore,  it  is  improbable  that  the  New  York  Navy- Yard  cost  of  any  Isi^e  piece 
of  work  can  be  as  low  as  that  of  a  Philadelphia  foundry,  where  labor  and  material  both 
are  cheaper  than  in  New  York,  and,  in  addition,  between  40  and  50  per  cent  of  "over- 
head "  cnarges  are  now  being  added  to  the  direct  labor  and  material  charges  for  work 
on  the  Florida;  and  these  facts  were  taken  into  consideration  in  recommending  the 
purchase  of  the  4  large  casings. 

6.  Two  of  the  4  small  turbine  casings  have  thus  far  been  rough  bored  and  tested, 
and  so  have  the  same  degree  of  finish  as  contemplated  for  the  4  large  casings  in  the 
proposal  from  the  Cramp  Company.  The  actual  expenditures,  including  indirect 
charges,  for  these  first  2  small  casings,  up  to  January  1, 1910,  indicate  that  the  actual 
cost  of  the  4  small  casings  will  average  not  less  than  |9,000  each. 

In  other  words',  the  4  small  casings  will  cost  approximately 
$36,000  [continuing  reading]: 

Based  on  these  actual  results,  and  considering,  on  the  one  hand,  the  increased  weu;ht 
of  the  4  large  casings,  and  allowing,  on  the  other  hand,  for  the  knowledge  gained  in 
casting  the  4  small  ones,  I  believe  that  the  cost,  including  indirect  chaigea,  of  the 
4  large  caaingB,  will  not  be  less  than  ISO^OOO. 


Digitized  by  VjOOQ  IC 


FBOPOSED  BBOBGANIZATION  OF  NAVY  DEPABTMENT.     429 

As  a  matter  of  fact,  I  am  infonned  that  not  a  single  one  of  those 
large  castings  is  yet  made,  and,  as  I  stated,  I  have  information  that 
seven  out  or  eight  of  the  corresponding  large  castings  for  the  sister 
ship,  the  UtaJif  hare  actually  been  delivered,  and  that  there  have  been 
dehvered  also  the  seven  small  castings  contracted  for  by  the  same 
firm  with  which  the  naval  constructor  recommended  that  the  con- 
tract for  the  Florida* 8  large  castings  be  placed.  As  being  especially 
illuminating,  I  quote  from  the  last  (January  1,  191(^  reports  of  the 
Bureau  of  Construction  and  Repair  and  the  Bureau  of  Steam  Engi- 
neering, as  to  the  relative  degree  of  completion  of  work  on  the  hull 
and  machinery  of  the  Florida'  and  Z7toA,  which  are  sister  shijw,  the 
Florida  being  at  the  New  York  Navy- Yard  and  the  Utah  at  the  worlu 
of  the  New  York  Shipbuilding  Company^  Camden,  N.  J. 

The  Chaibman.  Started  at  the  same  tmief 

Admiral  Capps.  About  the  same  time.  The  Florida,  at  the  New 
York  Navy-Yard,  is  46  per  cent  completed  as  to  the  hull  and  12  per 
cent  as  to  the  machinery.  The  UtoK,  at  the  New  York  Shipbuildmg 
Company,  is  58  per  cent  completed  a^  to  the  hull  and  58  per  cent 
as  to  the  machinery.     That  speaks  for  itself. 

Mr.  Butler.  When  was  the  control  of  the  naval  constructor  taken 
from  the  machinery  department? 

Admiral  Capps.  July  1,  1909. 

Mr.  Butler.  I  thought  that  the  Newberry  plan  remained  in  force 
and  effect  until  December,  1909. 

Admiral  Capps.  December  1,  so  far  as  the  office  of  manager  was 
concerned,  but  the  inspector  of  machinery  was,  by  the  regulations 
of  July  1, 1909,  given  the  direct  charge  of  work  on  the  machinery  side. 

Mr.  Butler.  Do  castings  you  speak  of  belong  to  the  machinery 
work? 

Admiral  Capps.  Yes,  sir.  Machinery;  but  when  the  naval  con- 
structor manager  was  acting  as  the  manager  of  the  yard,  he  necessarily 
took  all  steps  to  see  that  the  machinerjr  work  was  advanced  as  far  as 
possible  equally  with  the  hull  work,  which  is  important,  and  now  the 
official  reports  of  January  1,  1910,  show  that  the  machinery  at  New 
York  is  12  per  cent  completed  and  the  machinery  of  the  sister  ship 
at  the  New  York  Shipbuilding  Company  is  58  per  cent. 

Mr.  Butler.  On  the  Utahl 

Admiral  Capps.  On  the  Utah. 

Mr.  Padgett.  It  shows  that  the  construction  is  46  per  cent? 

Admiral  Capps.  Hull  work  at  New  York  46  per  cent,  as  against  58 
per  cent  for  the  ship  building  at  Camden. 

Mr.  Olcott.  You  have  not  mentioned  number  12,  have  you, 
Admiral  f 

Admiral  Capps.  Number  12  is  a  statement  for  which  I  have  yet  no 
report.  It  is  obviously  one  that  concerns  directly  the  naval  con- 
structor at  the  navy-yard  at  Puget  Sound,  and  he  will  undoubtedly 
submit  a  statement  as  to  his  part  in  the  affair. 

(Information  received  since  the  hearing  shows  that  the  naval  con- 
structor at  Puget  Sound  has  been  absent  from  his  regular  station  on 
distant  temporary  duty.  He  will  doubtless  submit  a  report  on  his 
return  to  his  regular  station.) 

The  Chairman.  Tell  us  about  these  rifle  butts,  Constructor.  I 
think  that  is  the  first  one,  Appendix  A,  page  331. 

Admiral  Capps.  I  have  found  it. 
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The  Chaibican.  Can  ^ou  briefly  state  it! 

Mr.  Thomas.  There  is  a  little  difference  of  opinion  as  to  what  a 
rifle  butt  really  is.    Will  you  kindly  explain  that? 

Admiral  Capps.  A  rifle  butt  is  a  structure  at  the  end  of  a  target 
range  intended  to  receive  the  impact  of  rifle  bullets.  It  is  a  massively 
constructed  target  intended  to  stop  the  bullets,  and  was  built  of  con- 
crete in  this  case,  and  faced  with  wood;  it  has  considerable  height 
and  spreads  ou|  on  the  ^des,  so  that  a  bad  marksman  will  not  be  apt 
to  shoot  over  it. 

Mr.  Gbboo.  Has  it  a  bull's-eye  in  it? 

Admiral  €apps.  It  has  all  the  usual  frills^  I  presume.  This  memo- 
randum, as  I  stated,  goes  into  great  detail.  It  is  submitted  by  the 
naval  constructor  manager  at  *the  navy-yard,  League  Island — ^Nav^ 
Constructor  A.  W.  Stahl,  U.  S.  Navy — a  copy  being  forwarded  to  the 
chief  constructor,  the  original  having  been  submitted  to  the  Secretary 
via  the  commandant.  Tlie  naval  constructor  analyaaes  in  detail  the 
cost  of  the  various  butts,  invites  attention  to  the  fact  that  all  of  the 
piling,  most  of  the  material,  and  much  ot  the  other  work  was  not  for 
the  one  butt,  but  work  was  progressing  on  the  tliree  butts  concur- 
rently; also  that  the  allotment  was  used  on  the  three  butts  (reckoned 
as  a  single  job)  as  long  as  the  allotment  lasted.  It  was  found  that  the 
estimate  was  too  low,  and  an  additional  appropriation  was  requested. 
In  the  meantime  the  idea  of  advertising  it  to  be  done  by  contract  was 
suggested  and  taken  up;  but  all  of  tne  bids  were  in  excess  of  the 
amount  estimated  for  py  the  constructor  and  also  in  excess  of  that 
estimated  for  by  the  civil  engineer,  the  estimates  of  both  the  civil 
engineer  and  the  constructor  oeing  very  close  to  each  other.  (For 
bm  statem^it,  soe  Appendix  No.  5.) 

The  Chairman.  Tnere  are  some  other  instances  here  that  wera 
mentioned. 

Admiral  Capps.  That  is  the  air  compressor  at  Boston? 

The  Chairman.  What  is  this  Appendix  C,  this  railway  track  at 
League  Island  1 

Admiral  Capps.  The  summary  submitted  by  the  naval  constructor 
at  Philadelphia  covers  that  whole  matter.  (See  appendix  No.  5.) 
The  compressor  matter,  which  appears  as  a  memorandum  from  the 
navy-yard  at  Boston,  relates  to  compressors  removed  from  the 
Missouri.  These  compressors  were  removed  from  the  Missouri, 
were  surveyed  and  ordered  to  be  repaired,  and  to  be  reserved  for  use 
at  the  Ilingham  magazine.  An  estimate  of  the  cost  of  repairs  was 
made  by  Gunner  Layer. 

The  original  memorandum  from  navy-yard,  Boston,  states  as 
follows : 

2.  A  small  amount  of  work  was  done  prior  to  Febniary  1,1909  (at  a  cost  of  $14.50). 
After  that  date  the  work  was  taken  up  by  the  manufacturing  department.  3.  Oa 
Bfay  15  the  charges  recorded  against  this  job  amounted  to  $2,276.12,  and  it  was  esti- 
mated to  be  six-tenths  completed;  an  estimate  of  $187  was  submitted  for  the  comple- 
tion of  the  work,  exclusive  of  cost  of  repairs  necessary  as  a  result  of  a  shop  accident. 

4.  At  the  instance  of  the  Chief  of  the  Bureau  of  Ordnance  work  was  suspended  pending 
aa  investigation  of  the  apparently  excessive  cost  of  the  work  already  performed. 

5.  On  investigation  it  was  found  that  $1,217.92  had  been  incorrectly  charged  to  this 
work,  this  sum  being  the  pav  of  three  draftsmen  for  three  months,  during  which  time 
they  had  not  been  employed  on  this  job. 
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Mr.  BuTLEB.  How  did  that  occur?  Why  did  they  ehaEg^  that  to 
this  job! 

Aomiral  Capps«  It  was  a  clerical  error,  discoyered  by  the  manager 
in  yerifying  the  accounts.  There  were  three  draftsmen  who  wete 
working  on  plans  for  the  Hingham  magazine,  and  there  were  two 
job  orders  under  ''Ordnance  and  ordnance  stores/'  but  the  clerk 
eyidently  put  both  chai^ges  on  the  same  job  order.  But  the  mana- 
ger's office  discovered  the  error  and  the  manager  notified  the  inspector 
of  ordnance  officially  on  May  17,  1909,  that  me  actual  cost  of  tne  job 
was  $1,058.20  to  date  instead  of  $2,276.12.  The  original  memoran- 
dum from  Boston  goes  on  to  state  that — 

As  this  co6t  was  far  in  excess  of  the  estimate  (more  than  double  if  the  estimate  of 
$167  to  complete  be  added),  further  investigatioQ  was  made,  from  ^diich  it  appeued 
that  there  had  been  a  certain  amount  of  omnision  and  iireguiar  practice  in  the  matter 
of  calculating  indirect  charges. 

The  actual  increased  cost  of  this  job  was  laigely  due  to  the 
''indirect  diarges''  resulting  from  the  new  system  of  accounting 
which  was  not  m  vogue  when  the  ori^al  estimate  was  made.  The 
letter  of  the  naval  constructor  j^oes  mto  the  details  of  the  cost  of 
shipsmith  and  other  work,  and  gives  full  particulars.  (S  e  Appendix 
No.  8.) 

The  Chairman.  What  about  the  Dolphin  bulkhead!  That  will  be 
staringus  in  the  face  every  time  we  ^o  on  board  of  her. 

Mr.  Fadgbtt.  Where  is  the  Dolphm  referred  to — on  what  page? 

The  Chaibm AN.  Page  309. 

Admiral  Cafps.  Here  is  a  letter  addressed  to  the  commandant  of 
the  navy-yard,  New  York,  signed  W.  J.  Baxter,  Naval  Constructor^ 
U.  S.  Navy,  mana^r  manufacturing  department,  under  date  of 
October  29,  1909,  which  fully  explains  that  matter. 

(The  letter  referred  to  is  given  in  full  in  Appendix  No.  7.) 

The  Chaikman.  Are  there  any  other  instances  referred  to  that  you 
reeallf 

Admiral  Capps.  I  do  not  recall  any  others. 

Mr.  Padobtt.  If  he  is  through  with  those  instances,  I  would  like 
to  ask  a  question  or  two. 

The  Chairman.  All  right,  Mr.  Padgett. 

Mr.  Padgett.  On  page  363  of  the  hearings  of  Admiral  Cone  the 
following  occurred : 

Mr.  Butler.  At  the  mechanical  schools,  do  not  the  boys  go  into  the  machine  shopi 
the  very  first  day,  and  do  they  not  work  from  five  to  eight  hours  a  day? 

Admiral  Cons.  It  depends  on  what  you  call  a  technical  school.  At  the  Boston 
Institute  of  Technology  I  do  not  think  they  ever  see  a  shop. 

I  understand  that  in  the  navy  the  men  who  are  selected  for  certain 
lines  of  work  are  sent  for  post-graduate  work  and  training  to  this 
school.  State  what  you  may  know  with  reference  to  that  matter, 
as  to  the  course  of  training  and  the  practical  work,  if  any,  they  get 
in  the  shops. 

Admiral  Capps.  That  is  the  naval  construction  students) 

Mr.  Padgett.  Yes,  sir. 

Admiral  Capps.  A  very  complete  statement  of  that  is  contained 
in  an  appendix  to  a  report  of  December  31,  1909,  which,  as  already 
requestea  by  the  committee,  will  be  attached  to  this  hearing.  (See 
Appendices  A  and  B  of  Appendix  No.  1  of  this  report.)  The  pro- 
vision at  the  Massachusetts  Institute  of  Technolog^r  for  shop  work 
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and  laboratory  work  is  one  of  the  most  complete  of  which  I  have 
any  knowledge.  Moreover,  in  the  immediate  vicinity  of  Boston  is 
a  very  large  shipyard  doing  everv  variety  of  shipbuilding  work. 
Very  close  to  the  Institute  of  Tecnnology  is  the  navy-yard,  whicK 
also  has  excellent  shop  facilities.  Btit  at  the  Institute  of  Technology 
itself  there  is  a  complete  ecjuipment  of  mechanical,  electrical,  and 
steam-engineering  laboratories,  and  the  necessary  shops  in  connec- 
tion therewith,  and  students  actually  go  into  these  shops  and  work 
with  their  hands.  They  also  go  into  the  laboratory  and  do  practical 
experimental  work,  under  the  direction  of  the  professors.^  In  this 
report  of  December  31,  1909,  I  so  at  great  length  into  tlie  course 
of  training  at  the  Institute  of  Tecnnology  and  the  course  of  training 
in  engineering  as  compared  with  that  at  the  Naval  Academy.  I  have 
tried  to  point  out  very  clearly  that  the  naval  constructor  has  the 
full  course  of  training  at  the  Naval  Academy  in  all  electrical  and 
engineering  work,  just  the  same  as  his  colleagues  of  the  line;  that 
he  then  ^oes  to  sea,  as  a  rule,  for  several  years;  is  then  selected,  by 
reason  of  his  academic  training,  his  cruise  standing,  and  his  gen- 
eral efficiency  and  adaptability,  for  this  special  post-graduate  train- 
ing. He  then  goes  to  the  Institute  of  Technology — or  has  for  the 
past  nine  years — and  receives  a  special  course  in  naval  architecture, 
mcluding  all  its  allied  branches,  receiving  a  most  thorough  ground- 
work in  mechanical,  electrical,  and  steam  engineering. 

The  Chairman.  Does  that  mean  steam  enmneering,  toof 

Admiral  Capps.  Yes,  sir.  And  the  actual  time  devoted  to  that 
specialized  work  of  marine  and  electrical  engineering  at  the  Institute 
of  Technology  is  almost  double  the  time  devoted  to  such  work  at  the 
United  States  Naval  Academy  in  the  regular  course,  and  is  in  addition 
to  that  instruction,  of  course. 

Mr.  LoxTBENSLAGEB.  Is  it  of  a  greater  variety;  too? 

Admiral  Capps.  Oh,  decidedly.  It  is  a  tnorough  postgraduate 
course  in  naval  architecture,  including  marine  and  electrical  engineer- 


(r.  LouDENSLAQER.  Of  a  higher  order  and  a  broader  order? 
Admiral  Capps.  Of  a  higher  order  and  a  broader  order  than  the 
regular  course  for  midshipmen  at  the  Naval  Academy,  and  the  reason 
for  that  is  very  well  stated  in  the  descriptive  matter  under  the  head- 
ing ''Naval  architecture"  in  the  official  bulletin  of  the  Massachusetts 
Institute  of  Technology,  which  states: 

In  addition  to  the  literary,  mathematical,  and  scientific  studies  requisite  for  general 
training  and  for  preparation  for  the  special  work  of  the  course,  instruction  is  given  in 
mechanism,  thermo-dynamics,  applied  mechanics,  hydraulics,  steam  en^neering, 
steam  turbines,  and  marine  engineering.  It  is  believed  that  a  proper  coordination  of 
the  design  of  a  steamship  and  its  propelling  machinery  can  be  obtained  only  by  a 
naval  constructor  who  is  familiar  with  both  branches  of  his  profession. 

In  the  statement  contained  in  the  last  sentence  I  most  thoroughly 
concur.  It  may  be  well  to  state  in  passing  that — ^it  will  be  found  in 
full  detail  in  Appendix  No.  1 — this  special  training  for  naval  con- 
structors was  begun  as  far  back  as  1879  by  Mr.  Secretary  Thompson. 
I  think  it  was.  The  first  officers  selected  went  to  the  Royal  Naval 
College  at  Greenwich.  The  next  group  went  to  the  French  Oovem- 
ment  School  of  Application  at  Paris,  and  the  next  group  to  the  Univer- 
sity of  Glasgow;  and  thereafter,  as  vacancies  were  created,  officers 
were  sent  to  those  three  schools  until  1001.    Subsequently,  the  British 
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GoTemment  withdrew  the  privik^e  because,  apparently,  it  did  not 
desire  to  have  so  many  foreign  students;  and  then,  as  our  knowledge 
of  shipbuilding  had  increased  and  we  had  developed  in  this  countiy 
our  own  shipbuilding  industries,  it  was  thought  desirable  to  establish 
a  course  for  government  students  at  one  of  our  own  colleges.  The 
Massachusetts  Institute  of  Technology  was  selected,  and  the  author- 
ities of  that  institution  gave  us  every  assistance,  and  an  elaborate 
course  in  naval  architecture  was  established.  And  now  a  large 
proportion  of  the  construction  corps  on  the  active  list  are  graduates 
of  me  Massachusetts  Institute  of  Technology.  But  in  all  cases  the 
postgraduate  training  of  these  officers  necessarily  embraced^  a  large 
amount  of  training  in  electrical  engineering  and  marine  engineering, 
that  being  the  almost  universal  custom  in  such  trainmg,  in  order  that 
graduates  may  have  a  broad  grasp  of  the  whole  subject.  In  fact,  in 
some  foreign  countries  those  intended  for  hull  and  for  machinery 
design  have  been  taught  exactly  alike,  the  idea  bein^  to  ^ive  to  each  the 
same  broad  foimdation,  with  the  intention  of  specializong  later  on. 

Mr.  Padgett.  Are  you  through  with  that  portion.  Admiral  i 

Admiral  Capps.  Yes,  sir. 

Mr.  Padgett.  On  page  371  of  the  hearing  of  Admiral  Cone,  the 
following  occurred: 

Mr.  Dawbon.  We  must  get  a  dollar  in  return  for  every  dollar  that  is  appropriated 
for  the  navy? 

Admiral  Cone.  As  far  as  thev  are  able  to  do  it,  but  I  think  the  line  officer  is  capable 
of  adopting  economical  methods,  and  I  would  like  to  invite  your  attention  to  the  fact 
that  the  appropriation  for  the  Bureau  of  Steam  Engineering  is  being  cut  down  con- 
siderably and  me  na^^  is  increasing,  which  ought  not  to  be  a  bad  sign. 

You  stated  a  moment  ago  that  at  a  certain  period  you  were  acting 
chief  of  that  bureau.  I  would  like  to  have  you  make  a  statement  as 
to  what  you  know  about  the  reductions  in  the  estimates,  when  they 
were  made,  and  by  whom. 

Mr.  LouBENSLAOEB.  And  why! 

Mr.  Padgett.  And  why,  and  in  what  the  reductions  existed,  along* 
what  lines,  giving  a  full  statement. 

Admiral  Capps.  I  was  designated  acting  chief  of  the  Bureau  of 
Steam  Engineering  on  December  28,  1908,  and  served  as  such  until 
May  13,  1909.  During  that  period  the  preparation  of  the  annual 
estunates  was  made  by  direction  of  the  Secretary  of  the  Navy.  In 
a  letter  dated  May  3,  1909,  addressed  to  the  Secretary  of  the  Navy, 
I  ^ave  full  explanation  of  the  decrease  in  the  estimates  under  appro- 
priations "Increase  of  the  navy,  construction  of  machinery,^'  'Con- 
struction and  repairs  of  vessels,"  and  '*  Steam  machinery,"  showing 
the  net  reductions  over  appropriations  of  the  preceding  year.  In  the 
fourth  paragraph  of  that  letter  I  stated  as  follows: 

It  may  also  be  noted  that  the  estimates  under  the  Bureau  of  Steam  Engineering  for 
the  fiscal  year  1911  have  been  reduced  to  the  extent  of  $557,750,  this  reduction  being 
made  practicable  principally  through  the  elimination  of  the  special  appropriation  for 
machinery  plant,  as  well  as  an  amoimt  equivalent  to  previous  expenaitures  for  the 
aame  purpose  from  the  appropriation  ''Steam  machinery." 

It  was  also  taken  into  consideration  by  the  chief  constructor,  while 
Acting  Chief  of  the  Bureau  of  Steam  Engineering,  that  under  specific 
authorization  of  Congress  the  appropriation  ''Steam  machinery, 
1909,"  was  being  utilized  for  the  completion  of  the  machinery  of  the 
tugs  Paiapsco  and  Paiuxent  and  the  colliers  Vestal  and  Prometheus ,  the  , 
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machinery  allotments  for  those  vessels  used  under  special  appropriation 
for  sea^omg  tugs  and  "Construction  and  machinery,"  respectively, 
having  Deen  exhausted.  The  actual  amount  spent  out  of  the  ''steam 
machinery"  appropriation  on  those  vessels,  up  to  July  1,  1909  (for 
the  fiscal  year  1909),  was  nearly  $130,000.  In  view  or  those  known 
conditions,  also  the  belief  that  the  large  current  appropriation  for 
steam  engineering,  and  the  appropriations  under  the  Bureau  of 
Construction  and  Repair,  would  be  fully  equal  to  putting  the  ma* 
chinery  plants  of  navy-yards  in  such  condition  as  not  to  require  heavy 
charges  ror  that  purpose  for  the  fiscal  year  1911,  the  chief  constructor, 
while  acting  as  Chief  of  the  Bureau  of  Steam  Engineering,  decreased 
the  estimates  below  the  appropriations  of  the  preceding  year  to  an 
amount  e^ual  to  $557,750;  also,  as  indicated  on  pages  396  and  397 
of  his  testunony  before  this  committee  this  year,  he  invited  attention 
to  the  fact  that  the  appropriation  "Steam  machinery"  had  increased 
from  four  millions  in  1905  to  $6,655,700  in  1910,  an  increase  of  con- 
siderably more  than  50  per  cent.  In  other  words,  it  was  clearly 
shown  that  a  reduction  in  the  appropriation  could  be  made  without 
impairing  the  ability  of  the  appropriation  to  discharge  its  reasonable 
obligations,  and  that  reduction  was  recommended  by  the  acting 
chief  of  bureau  and  approved  by  the  department. 

Mr.  Padgett.  So,  if  I  understand  you,  then,  the  reductions  that 
are  spoken  of  by  Admiral  Cone,  which  I  quoted,  were  made  by  the 
chief  constructor  when  he  was  acting  as  the  head  of  steam  engineer- 
ing, and  not  by  the  steam  engineering  under  the  present  management? 

Admiral  Capps.  Yes,  sir;  if  I  understand  the  allusion  correctly. 

Mr.  Padgett.  There  seems  to  be.  Admiral,  a  friction,  or  a  contest, 
or  whatever  it  may  be  called,  between  the  line  and  the  staff.  The 
questions  seem  to  divide  along  those  lines.  I  would  like  to  have 
your  opinion  as  to  whether  or  not  it  would  be  practicable  and  feasible 
to  make  the  staff  officers  line  officers  and  do  away  with  the  distinction 
between  the  two,  and  then  assign  the  line  officers  to  do  the  work 
along  the  industrial  lines,  which  is  being  done  by  what  are  known 
as  staff  officers.  Would  that  remove  this  friction  that  seems  to 
permeate  the  whole  organization  along  those  lines  f 

Admiral  Capps.  I  tMnk,  sir,  that  the  mere  calling  of  certain  staff 
officers  "line  officers,'*  unless  it  were  attended  with  the  absolute 
segregation  of  those  officers  for  specialized. work,  would  not  be  in  the 
interest  of  efficiency  or  econonucal  administration.  My  reason  for 
this  belief  is  simply  that  a  man  to  excel  in  any  profession  must  believe 
thoroughly  that  that  profession  is  for  liim  tne  finest  profession  on 
earth.  lie  must  give  to  it  his  absolute  allegiance.  He  must  be  made 
to. feel  that  whatever  glory,  whatever  commendation  he  gets  must 
be  due  to  his  efficient  performance  of  the  work  for  which  he  has  been 
specially  trained,  and  which  he  ought  to  do  better  than  the  man  who 
is  not  specially  trained.  If  you  do  such  important  work,  for  instance, 
as  that  of  the  designing  and  construction  of  ships  and  their  auxiliaries, 
and  propelling  macliinery,  by  detailing  officers  from  a  branch  of  the 
service  whose  principal  duty  is  entirely  different,  you  must  expect 
that  those  officers  will  have  a  feeling  that  they  must  excel,  first,  in 
those  duties  through  which  their  greatest  advancement  or  glory  is  to 
be  obtained.     That  is  human  and  inevitable  in  my  opinion. 

If,  as  is  undoubtedly  the  case  in  the  line,  the  real  goal  is  that  of  the 
command  of  ships  and  the  command  of  fleets,  the  natural  tendency 
will  be  to  excel  and  to  give  greater  weight  to  development  in  those 
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duties  which  will  make  for  excellence  in  the  important  duty  of  com- 
mand afloat.  That  necessarily  means  that  sooner  or  later  the  dividing 
of  the  ways  comes;  and  when  command  rank  is  reached,  very  few 
such  men  would  elect  to  stay  on  shore.  They  would  then,  oj  all 
means,  want  to  command  ships  in  order  that  subseauently  they  might 
conmiand  divisions,  and  squadrons,  and  fleets.  This  has  been  the 
result,  as  demonstrated  by  experience  in  years  gone  by,  with  respect 
to  the  tenure  of  ofiice  of  senior  line  officers  at  navy-yards  the  com- 
mandants and  captains  of  the  yards.  The  records  indicate,  as  a  rule, 
a  very  brief  tour  of  duty  there,  and  it  would  seem  that  such  officers 
are  looking  out  for  commands  afloat,  either  ship  or  division.  It  is, 
in  my  opinion,  perfectly  natural,  perfectly  human,  perfectly  pardon- 
able; and  I  doubt  whether  it  is  practicable  for  anyone  to  say  to  an 
officer,  *' You  shall  stay  on  this  snore  duty,  even  though  it  sacrifices 
your  natural  and  normal  career."  If  you  do,  that  man  can  not  dis- 
charge the  duties  assigned  him  with  the  same  degree  of  esprit  as  the 
man  whose  natural  preference  and  experience  is  ^ong  those  Jines. 

Mr.  Padgett.  In  other  words,  then,  the  necessities  are  such  that 
there  must  be  a  nonseagoing  corps  in  the  navy,  that  is,  men  whose 
main  business  is  not  to  go  to  sea  ? 

Admiral  Capps.  That  is  decidedly  my  belief ,  and  it  is  strengthened 
by  the  actual  experience  of  foreign  navies.  It  is  reinforced  also  by 
a  very  definite  and  unanimous  report  of  a  board  convened  about 
three  years  ago.  Six  of  the  members  of  the  board  were  line  officers, 
one  of  them  being  an  old  engineer — one  of  the  best  engineers  we 
have.    There  was  not  a  single  constructor  on  it. 

Mr.  Padgett.  Can  you  put  that  report  in  the  hearings? 

Admiral  Capps.  That  report  is  one  of  the  appendices  of  the  report 
of  December  31  (see  Appendix  F  of  Appendix  No.  1  of  this  hearing). 
In  this  report  it  was  definitely  recommended  that  certain  work  on 
shore  be  consolidated,  that  the  corps  of  naval  constructors  be  increased 
in  number,  and  that  it  embrace  not  only  hull  designers,  but  en^ne 
designers.  In  this  way  you  would  have  them  working  together  m  a 
sympathetic  manner,  and  I  believe  that  this  is  the  best  solution  for 
this  difficult  question  of  technical  duty  on  shore. 

Mr.  Padgett.  What  is  the  practice  of  the  English  and  the  German 
Governments  on  that  line?  I  will  just  leave  that  question  to  be 
answered  to-morrow. 

(Thereupon,  at  1.20  o'clock  p.  m.  the  committee  adjourned  until 
to-morrow,  Thiu^day,  January  27,  at  10.30  o'clock  a.  m.) 


Committee  on  Naval  Affaibs, 

Thursday  f  January  £7,  1910. 
The  committee  this  day  met,  Hon.  George  E.  Foss  in  the  chair. 

STATEMEFT  OF  WASHIHGTOlf  I.  CAPPS,  CHIEF  OF  THE 
BUEEAXT  OF  COESTBUCTIOlf  AlfD  BEPAIB. 

Mr.  Padgett.  There  was  an  unanswered  question  pending  yester- 
day morning. 

The  Chairman.  That  (question  related  to  foreign  matters,  but  I 
have  a  question  here  which  will  cover  that  whole  thing.  For  the 
infonxiation  of  the  memb^iB,  will  you  please  briefly  recount  tho 
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method  of  selecting  and  training  naval  constructors  and  designing 
marine  engineers  in  our  own  and  the  principal  foreign  navies,  ana, 
particularly,  whether  or  not  naval  constructors  in  the  United  States 
Navy  have  special  training  in  electrical,  marine,  and  mechanical 
engineering. 

Admiral  Capps.  I  pointed  out  that  the  construction  corps  since 
1879  has  been  recruited  from  graduates  of  the  Naval  Academy;  that 
this  selection  is  made,  not  onl]^  with  respect  to  the  academic  standing 
at  the  Naval  Academy  but,  in  a  majority  of  instances,  giving  fuU 
weight  to  the  performance  of  duty  of  those  officers  sub^uent  to 

graduation  during  their  midshipmen's  cruise.  In  some  cases  officers 
ave  had  three  years  of  sea  service  before  selection,  so  that  general 
aptitude  for  the  service,  aptitude  for  this  particular  work,  and  general 
officer-like  quaUties  are  given  full  weight. 

Mr.  Loxn>EKSLAGER.  Let  me  interrupt  you  to  ask:  What  are  the 
measurements  which  go  to  show  the  aptitude  of  a  cadet  t  You  say 
the  general  aptitude  of  the  cadets  is  taken  into  consideration.  What 
are  the  measurements  that  cause  you  to  select  one  above  his  fellow 
cadets  as  the  one  particularly  gifted  to  carry  on  this  line  of  work? 

Admiral  Capps.  First,  the  actual  record  made  during  the  four 
years'  study  at  the  Naval  Academy,  which  includes  not  only  the 
reoi)rd  in  general  studies  but  the  general  record  as  a  cadet  at  the 
academy.  After  they  go  to  sea,  subsequent  to  graduation,  com- 
manding officers  make  quarterly  reports  on  the  fitness  of  these  mid- 
shipmen. These  reports  are  filed  in  the  Navy  Department,  and,  as 
I  have  personally  made  recommendation  with  respect  to  a  large  part 
of  the  corps,  I  can  state  from  personal  knowledge  that  every  one  of 
those  records  of  candidates  is  looked  over  and  given  full  weight  in 
making  selections  from  the  men  who  are  applicants,  and  nobody  is 
considered  who  is  not  an  earnest  appUcant.  Those  who  come  to  see 
me  in  relation  to  this  assignment  are  informed  that  they  are  entering 
upon  a  more  or  less  arduous  career,  with  a  prospect  of  very  Uttle 
thanks,  plenty  of  criticism,  and  plenty  of  hard  work;  and  if,  under 
those  conditions,  they  persist,  their  applications  will  be  given  consid- 
eration in  due  time. 

Mr.  Dawson.  Has  it  always  been  the  policy  to  select  cadets  for 
this  corps  from  the  honor  roll  at  the  academy  i 

Admiral  Capps.  The  large  majority  have  been  selected  from  the 
highest  numbers  in  the  class.  In  a  few  instances  they  have  gone 
down  to  number  15  or  20  in  classes  of  one  to  two  hundred,  and  in 
two  instances  they  have  been  taken  a  little  lower  still;  but  tne  great 
majority  are  frotn  the  very  top  of  the  class. 

Mr.  Dawson.  The  first  10,  would  you  say! 

Admiral  Capps.  In  most  classes  it  has  been  th^  first  two  or  three. 
Every  detail,  however,  of  this  question  is  included  in  the  chief  con- 
structor's report  of  December  31.  (See  Appendix  A  of  Appendix 
No.  1.) 

Mr.  Butler.  A  boy  might  have  a  very  high  mark,  might  stand 
1,  2,  3,  4,  5,  6,  7,  8,  9,  or  10,  and  yet  he  might  not  show,  perhaps, 
any  particular  adaptability  for  mecnanics.     Is  that  true! 

Admiral  Capps.  Entirely  possible. 

Mr.  Butler.  Then,  if  those  within  10  did  not  show  an  aptitude, 
you  would  go  beyond  that  number  in  order  to  find  the  man,  would 
you  not? 
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Admiral  Capps.  Not  only  would  go,  but  have  gone  belqw  the 
highest  numbers  in  the  actual  selection. 

Mr.  Butler.  Then  I  understand,  in  making  these  selections  you 
have  in  view  the  yoimg  man's  adaptability  for  mechanics? 

Admiral  Capps.  Yes,  sir.  You  not  only  have  to  consider  his  adap- 
tability for  the  very  varied  character  of  work  which  he  will  have  to 
perform,  but  also  ms  knowledge  of  men,  his  general  human  qualities, 
his  ability  to  handle  men,  his  ability  to  ^'make  good''  in  any  sphere  in 
which  he  is  placed.  His  mechanical  ability,  of  course,  is  taken  into 
account,  but  a  man  might  be  a  very  fair  mechanician  and  make  a  ter- 
rible failure  of  it  in  handling  men,  so  that  the  human  quality  is  given 
full  weight.  Now,  it  does  not  follow  that  the  senior  man  will  neces- 
sarily be  the  best  man  under  all  those  conditions,  but  from  the  way 
in  which  men  are  marked  at  the  Naval  Academy,  which  takes  into 
account  military  bearing,  capacity  to  control  men,  general  officer-like 
qualities,  and  so  on,  the  chances  are  that  your  semor  men  are  apt  to 
be  the  best  men  in  the  class;  I  do  not  say  that  that  is  necessarily  so, 
but  the  chances  are  that  that  will  be  so. 

Mr.  Butler.  Then  why  can  not  you  combine  the  naval  constructor 
and  the  mechanical  engineer? 

Admiral  Capps.  You  do  to  a  certain  degree. 

Mr.  Loudenslager.  They  are  all  one,  practically. 

Mr.  Butler.  Then  the  young  men  whom  you  speak  of  would  be 
capable  of  performing  those  two  duties,  that  of  a  constructor  and 
that  of  a  mechanical  engineer?  Now,  as  I  understand  you,  would 
you  expect  to  get  as  high  efficiency  firom  that  combination  as  you 
would  firom  one  who  has  specialized  m  either  construction  or  engineer- 
ing?   I  only  want  your  views,  because  they  will  be  valuable. 

Admiral  Capps.  Exactly.  I  am  quite  prepared.  The  foundation 
training  can  very  properly  be  the  same  for  both,  but  the  subsequent 
development  should  necessarily  be  a  case  of  specialization.  There  is 
nothing  whatever  to  prevent  tneir  being  members  of  the  same  corps; 
one  may  subsequently  express  a  preference  for  the  engineering  side, 
pure  and  simple,  ancf  the  other  may  have  a  preference  for  the  con- 
struction side,  pure  and  simple;  then  those  two  men  would  develop, 
subsequently,  chiefly  along  their  specialties,  but  they  would  each 
have  sufficient  knowledge  of  the  work  of  the  other  to  be  in  entire 
sympathy  with  that  work,  and  to  work  with  him  to  very  much 
greater  advantage. 

Mr.  Loudenslager.  The  aptitude  of  one  to  become  a  member  of 
one  or  the  other  coros  is  about  the  same,  is  it  not? 

Admiral  Capps.  i  ou  are  speaking  now  purely  of  the  designing 
engineer — the  very  high  ^ade  engineer? 

Afr.  Loudenslager.  Yes. 

Admiral  Capps.  The  qualities,  I  should  say,  are  generally  the  same, 
or  should  be  the  same. 

Mr.  Loudenslager.  On  similar  lines? 

Admiral  Capps.  They  should  be  very  sympathetic  professions.  My 
sympathy  is  very  much  with  the  engineer.  I  showed  that  conclu- 
sively while  acting  as  engineer  in  cmef  in  making  one  of  my  first 
duties  the  establisnment  of  a  course  in  engineering. 

The  Chairman.  I  thought  that  was  extended  under  the  present 
bureau  chief. 

Admiral  Capps.  A  course  was  prepared,  the  urgent  necessity  there- 
for was  set  forth,  and  an  actual  course  was  approved  during  my 
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incumbency.  Subsequently  the  place  of  training  was  changed,  and 
the  manner  of  training,  so  far  as  I  am  aware,  has  been  modified,  but 
the  course  that  was  outlined  during  my  incumbency,  and  actually 
approved  in  its  general  features  by  the  then  Secretary  of  the  Nayy, 
was  one  which  was  also  approved  oy  three  of  the  principal  designing 
engineers  in  the  Bureau  of  Steam  Engineering — and  in  writing. 

The  Chairman.  It  was  all  initiated  and  established  by  yourself 
while  you  were  the  Acting  Chief  of  the  Bureau  of  Engineering! 

Admiral  Capps.  The  firat  practical  step  toward  establishing  a 
course  at  an  engineering  institution  was,  I  believe,  during  my  incum- 
bency; but,  for  the  ten  years  preceding  my  incumbency,  and  since 
the  passing  of  the  personnel  bill  in  1899,  engineers  in  chief  have 
repeatedly,  in  their  reports,  urged  the  importance  of  such  training, 
and  I  have  brought  down  a  file  of  all  these  reports  of  engineers  m 
chief,  but  I  will  not  burden  you  by  reading  extracts  now.  I  will  not 
take  up  the  time  of  the  committee  in  going  into  any  further  details 
as  to  the  selection  of  constructors;  it  is  all  fully  set  forth  in  appendix 
No.  1,  which  will  be  attached  to  the  hearings.  With  respect  to  the 
last  question  asked,  as  to  the  electrical  trainmg  of  naval  constructors, 
and  so  on,  I  will  read  two  or  three  paragraphs  from  my  report  of 
December  31,  1909,  which  gives  the  facts  quite  explicitly: 

The  course  of  training  of  those  graduates  who  were  assigned  to  dut^  at  foreign  uni- 
versities included  a  very  comprehensive  course  in  marine  and  electncal  engineering, 
this  course  at  the  French  schools  being  identical  with  that  pursued  by  the  Fren3i 
officers  intended  for  subsequent  assignment  to  marine  engineering  work.  At  the 
"Roysil  Naval  College,  Greenwich,  the  course  for  naval  constructors,  in  electrical 
engineering,  was  of  a  very  high  character,  and  the  course  in  marine  engineering  was 
only  slightly  inferior  to  that  pursued  by  those  engineers  of  the  British  navy  who  were 
being  specially  trained  in  marine  engine  design.  The  course  at  Glasgow  also  included 
a  comprehensive  course  in  marine  and  electrical  engineering,  and  many  graduates 
in  naval  architecture  from  this  institution  subsequently  made  marine  or  electrical 
engineering  their  specialty.  Appendix  B  indicates  clearly  the  character  of  traininj; 
given  at  the  Massachusetts  Institute  of  Technology,  the  course  in  boUi  marine  engi- 
neering and  electrical  engineering  being  not  only  in  extension  of,  but  vastly  superior  to, 
Uiat  possible  in  the  limited  time  devoted  to  such  subjects  at  the  Naval  Academy. 
As  a  matter  of  fact,  nearly  twice  as  much  time  is  devoted  to  those  subjects  in  the  post- 
graduate course  as  had  been  devoted  thereto  in  their  original  Naval  Academy  course. 

It  thus  appears  that  from  the  very  beginning  of  the  establishment  of  the  special 
postgraduate  course  of  instruction  for  naval  constructors,  full  recognition  was  given 
to  the  importance  of  making  such  a  training  of  the  broadest  possible  character,  in 
order  that  the  naval  constructor  might  be  in  a  position  to  develop  the  desimi  of  a 
ship,  with  due  regard  to  the  importance  of  properly  balancing  the  many  conflicting 
elements  which  entered  into  such  a  design,  and  for  such  a  purpose  a  broad,  general 
training  in  engineering  subjects  was  recognized  to  be  of  vital  importance.  For  fur- 
ther information  as  to  the  name  of  the  institution  at  which  officers  of  the  construction 
corps  have  received  postgraduate  instruction,  and  the  duration  of  such  instruction, 
also  as  to  sea  service  prior  to  assignment  to  such  duty,  attention  is  invited  to  the 
tabular  statement  attached  hereto.    (Appendix  A,  of  Appendix  No.  1  of  this  hearing.) 

While  the  selection  of  officers  for  the  construction  corps  has  taken  account  of  quali- 
fications other  than  those  indicated  by  academic  standing  at  the  Naval  Academy, 
it  is  worthy  of  note  that  the  officers  selected  for  the  postgraduate  training,  from  the  5o 
classes  which  graduated  from  1879  to  1908,  included  the  No.  1  graduates  of  22  classes, 
the  No.  2  graduates  of  16  classes,  and  the  No.  3  graduates  of  9  classes.  The  remaining 
assignments  to  this  corns  of  officers  (whose  maximum  number  is  restricted  to  75)  have 
been  confined  to  Naval  Academy  graduates,  and,  with  very  few  exceptions,  to  those 
who  graduated  with  distinction.  Where  sea  service  has  intervened  between  the 
date  of  graduation  from  the  Naval  Academy  and  the  date  of  assignment  to  a  post- 
graduate course  of  instruction,  particular  attention  has  been  given  to  the  record  of 
service  of  such  officers  during  their  regular  service  with  the  fleet,  the  object  being  to 
select  only  such  officers  as  have  demonstrated,  through  their  academic  standing  and 
their  cruise  records,  their  ability  to  fully  profit  by  the  exceptional  advantages  afforded 
by  the  Government  in  this  postgraduate  course  of  instruction  in  naval  architecture. 
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Then  there  follow  some  extracts  from  reports  of  Secretaries  of  the 
Navy,  paying  high  tribute  to  what  has  been  done  by  the  corps  of 
naval  constructors. 

The  Chaibman.  Have  you  covered  that  question? 

Admiral  Capps.  Not  the  foreign  part. 

The  Chaibman.  Well,  we  will  now  have  the  foreign  portion. 

Admiral  Capps: 

The  United  States  Navy  is,  so  far  as  I  am  aware,  the  only  one  in  which  members  of 
the  construction  corps  are  first  educated  as  line  officers,  and  then,  after  two  or  three 
years'  service  at  sea,  selected  for  postgraduate  training  as  naval  constructors.  All  of 
the  principal  navies,  however,  so  far  as  information  at  hand  indicates,  give  special 
training  to  officers  of  the  construction  corps,  this  training  being  of  the  same  general 
character  as  that  given  in  the  postgraduate  course  for  the  construction  officers  of  the 
United  States  Navy^  this  instruction  including,  as  has  already  been  pointed  out,  a 
comprehensive  trainmg  in  marine  and  electrical  engineering,  as  well  as  in  hull  design. 

NoWy  I  do  not  mean  to  imply  that  in  subsequent  years  it  is  neces- 
sary that  a  naval  constructor  shall  be  an  expert  in  engine  design  or  an 
expert  in  engine  design  shall  be  a  naval  constructor,  but  I  do  mean 
that  the  foundation  training  for  both  is  very  similar  and  that  their 
subsequent  experience  and  development  and  study  will  enable  them 
to  specialize  in  their  own  particular  lines. 

Mr.  BuTLEB.  Would  you  expect  to  get  a  good  combination? 

Admiral  Capps.  The  training  in  common  will  vastly  facilitate  their 
working  together,  but  only  in  rare  cases  would  jrou  have  a  good  man 
on  both  sides;  it  would  be  the  exception,  I  think,  rather  than  the 
rule. 

Mr.  LouDENSLAQEB.  Do  the  foreign  naval  establishments  require 
their  constructors  and  marine  engineers  to  also  go  to  seat 

Admiral  Capps.  Npt  to  the  same  degree  that  we  do. 

Mr.  LouDENSLAQEB.  To  what  degree  are  you  advised? 

Admiral  Capps.  I  have  this  in  the  report  (reading  on) : 

In  England,  France,  Italy,  and  Germany  the  naval  constructors  and  designing 
engineers  are  educated  at  the  same  institution,  and  in  three  of  these  countries  the 
course  of  training  for  hull  and  engine  designers  is  practicallv  identical,  specialization 
taking  place  subsequent  to  graduation.  In  France  and  Italy  naval  constructors  and 
designing  marine  engineers  are  members  of  the  same  corps.  In  Germany  naval 
constructors  and  designing  marine  enpneers  are  trained  in  the  same  institution  and 
have  practicaUy  the  same  course  of  mstruction  but  are  assigned  to  different  corps 
subsequent  to  graduation.  In  these  instances  also,  however,  both  the  hull  con- 
structors and  the  engine  constructors  are  reserved  speciaUy  for  shore  duty  at  the 
admiralty  and  at  naval  stations,  and  rarely  accompany  the  fleet,  the  engineering 
duties  of  the  fleet  being  performed  by  officers  of  a  separate  corps. 

In  the  British  navy  a  certain  number  of  the  officers  of  the  seagoine  engineering 
corps  are  given  special  post  graduate  instruction  at  the  Royal  Naval  College,  Gre^- 
wirli.  This  instruction  is  of  the  same  general  character  aa  that  given  those  officers 
intended  for  the  conBtruction  corps  in  the  British  navy,  the  training  in  marine- 
engine  design  being,  of  course,  more  accentuated. 

And  as  a  matter  of  very  great  interest,  one  of  the  most  distinguished 
constructors  that  we  have  to-day,  the  man  on  whom  we  rely  abso- 
lutely in  all  matters  connected  with  the  resistance  of  ships  and 
models  of  ships,  is  Naval  Constructor  Taylor,  who  actually  took, 
at  the  Roval  Naval  College  at  Greenwich,  the  full  engineering  course 
and  not  the  full  naval  constructor's  course;  he  subsequently  special- 
ized in  naval  architecture  and  is  now  one  of  the  world's  authorities 
in  his  specialty. 

Mr.  LouDENSLAQEB.  Did  he  take  any  other  course  than  that,  did 
he  ti^e  any  in  America? 
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Admiral  Capps.  No.  The  courses  interlace  a  ereat  deal  and  one 
can  specialize  after  graduation  [continuing  to  read]: 

Officers  BO  trained  form  only  a  very  emaU  pro]^rtion  of  the  engineer  corps  of  the 
British  nayv,  but  this  special  poet-graduate  training  at  Greenwich  has  a  decided  in- 
fluence in  the  assi^iment  to  shore  duty  of  officers  of  the  engineer  corps  so  trained. 

To  summarize  tne  conditions  as  to  enjg:ineerinff  training  in  the  navies  of  the  four 
principal  European  countries,  the  following  mayoe  noted: 

(1)  That  in  Germany,  France,  and  Italy  naval  conBtructors  and  designing  engineen 
receive  very  much  the  same  training. 

(2)  In  France  and  Italy  naval  constnictoxB  and  designing  engineers  not  onlv  have 
the  same  training,  but  are  members  of  the  same  corps,  specializing  on  the  hull  or 
machinery  side  after  completion  of  their  B|>ecial  technical  training,  in  conformity 
with  the  requirements  of  the  service  or  individual  aptitude.  To  the  members  of  this 
special  engineering  corps  in  France  and  Italy  are  assigned  the  principal  technical 
duties  in  shipbuilding  and  engine  departments  at  navy-yards,  only  a  small  number  of 
Uie  corps  of  seagoing  engineers  being  assigned  to  dockyard  or  admiralty  dutv. 

(3)  In  Germany,  while  the  naval  constructors  and  marine  engineers  are  educated  in 
the  same  school,  they  are  assigned  to  separate  corps,  both  of  these  corps  being  reserved 
for  shore  duty  almost  exclusively.  The  number  of  officeni  of  the  aeamas  engineer 
corps  in  Germany,  assigned  to  dockyard  duty,  is  very  small  indeed.  In  net,  out  of 
the  67  engineering  officers  on  duty  at  the  principal  German  dockyards,  61  are  members 
of  the  permanent  shore-staying  engiiieer  corps,  and  only  6  are  members  oi  the  seagoing 
engineer  corps. 

(4)  In  the  British  navy  there  is  only  one  engineer  corps,  and  but  a  very  small  pro- 
portion of  tlie  officers  of  this  corps  are  assigned  to  dockyard  duty  at  one  time,  the 
total  number  assigned  to  such  duty  on  October  1,  1909,  being  only  39  out  of  a  total 
of  987.  and  these  assignments  covered  14  stations — 7  in  the  United  Kingdom  and  7 
abroad. 

It  is  believed  that  the  foregoing  statements  clearly  indicate  that  the  practice  of 
choosing  highly  trained  specialists  for  duty  at  dockyards  and  in  the  design  depart- 
ments m  the  Admiralty  is  general  in  the  principal  navies  of  the  world;  that  such  prac- 
tice is  logical  and  desirable  would  seem  to  require  no  argument.  The  work  of  sudli 
officers  is  of  an  exacting  character  and  requires  the  most  earnest  and  constant  atten* 
tion  in  order  that  they  may  keep  fully  abreast  of  the  deyelopments  which  are  con- 
stantly takinff  place  in  their  profession.  Their  work  is  necessarily  an  integral  part 
of  the  work  of  tne  development  of  the  fleet;  it  is  for  the  fleet  they  exist;  for  the  neet 
that  they  give  their  best  energies,  and  the  efficiency  of  the  material  of  the  fleet  is 
the  measure  of  the  efficiency  of  their  work.  Any  aigoment  which  attempts  to 
show  that  their  interests  are  opposed  to  those  of  the  fleet  would  seem  to  refute  itself. 

That  officers  of  the  fleet  can  profit  by  service  in  the  mechanical  departments  of 
navy-yards  is  unauestioned,  and  it  is  desirable  if  the  demands  of  the  fleet  will  permit 
their  so  serving;  out  in  order  that  any  considerable  proportion  of  the  officers  of  the 
fleet  may  have  service  in  the  mechanical  departments  oi  navy-yards^  it  is  necessary 
that  ^ere  diould  be  a  very  considerahle  surplus  of  officers — a  condition,  which,  so 
far  as  I  am  aware,  does  not  exist  in  our  navy  or  in  any  other  navy.  The  fallacy  of  the 
claim  that  service  in  navy-yards  is  essential  to  the  proper  tacaikin^  of  officers  of  the 
fleet  is  definitely  refuted  m  the  minority  report  of  the  Sperry  Boaraj  in  which  it  was 
explicitly  shown  that  of  the  24  officers  wno  had  served  as  chief  engineers  of  the  battle- 
ship fleet  in  its  ''around  the  world  "  cruise,  only  4  had  had  any  service  at  navy-yuds, 
ana  of  these  4,  the  service  varied  from  one  and  ane-half  months  to  one  and  one-fourth 
years. 

One  of  the  engineer  officers,  who  was  not  included  in  the  above 
number  of  24,  was  detached  at  San  Diego;  another  engineer  officer, 
who  is  not  included  above,  was  assigned  to  duty  with  the  fleet  at 
San  Diego,  and  left  it  at  San  Francisco. 

The  C&AIBMAN.  You  went  over  and  investigated  the  sjrgtem  of 
navy-yard  organizations,  or  dockyard  organizations,  as  it  is  cdled 
over  there,  I  believe,  and  I  wish  you  would  just  state  briefly  what 
you  found  to  be  the  result;  for  instance,  who  was  in  charge  of  the 
manufacturing  or  repairing  estabUshment  of  the  dockyards! 

Admiral  Capps.  I  prepared  for  the  Secretary,  in  October,  a  memo- 
randum giving  the  organization  at  the  British  dockyards.    That  has 
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a  chart  attached  to  it  which  can  be  attached  to  the  report,  if  the 
committee  so  desires. 

Mr.  LouDENSLAQEB.  I  think  it  would  be  well  to  attach  that.  (See 
Appendix  No.  9.) 

The  Chairman.  Yes. 

Admiral  Capps.  In  brief,  the  organization  at  British  dockyards  is 
as  follows:  There  is  an  admiral  superintendent;  the  admiral  super- 
intendent is  responsible  for  all  of  the  activities  of  the  navy-yard — 
the  ordnance  department,  the  victualing  department,  the  coaling 
department,  the  supply  depots,  the  recruiting  stations,  everything 
connected  with  the  establishment,  in  fact.  The  mechanical  work  cS 
the  yard  is  performed  principally  under  two  departments — ^the  hull 
and  machinery  departments.  There  is  idso  another  amall  depart- 
ment, having  to  do  with  work  aboard  ships,  namely,  the  electrical 
department.  The  hull  department  has  a  manager  and  the  machineir 
department  has  a  manager,  and  the  electrical  department  has  a  heaa. 
The  work  in  the  electrical  department  formerlv  was  under  the  con- 
struction corps,  and  the  officer  who  formerly  nad  much  to  do  with 
the  development  of  electrical  auxiliaries  was  a  member  of  the  cmt' 
struction  corps,  and  I  met  him  recently  at  Portsmouth. 

As  time  went  on  it  became  evident  that  the  number  c^  men  in  the 
construction  corps  was  not  eoual  to  take  care  of  this  additional  work 
without  an  increase.  The  aamiraltv  then  decided  to  enlarge  on  the 
civilian  side  by  taking  in  trained  electrical  engineers  from  civil  life 
without  making  them  members  of  the  royal  corps  of  naval  construct- 
ors. This  accounts  for  the  separate  department;  but  it  is  not  under 
seagoing  officers  at  all;  it  is  under  civihans.  The  huU  department  is 
under  the  management  of  members  of  the  construction  corps,  and 
that  department  has  control  of  all  transportation  in  the  yards,  all 
the  usual  activities  of  a  shipyard,  and  the  shops  connected  therewith* 
The  engine  department  has  direct  control  of  all  work  on  the  motive 
machinery  of  vessels,  and  the  head  of  the  engine  department  is,  at  the 
present  time^  usually  an  en^eer  in  the  British  navy,  and  as  there  is 
only  one  engineering  corps  in  the  British  navy  he  would  be  of  the  sear 
going  branch;  but  officers  idio  have  been  assigned  as  managers 
of  the  engineering  department  do  not  go  to  sea  again  as  a  rule.  In 
fact,  the  officer  who  had  recently  been  head  of  the  engineering  depart- 
ment at  the  Portsmouth  yard  had  held  that  position  for  twenty-one 
years.  The  junior  officers  in  the  engineering  department  are  also 
of  the  seagoing  engineering  branch,  but  their  number  is  very  limited, 
indeed,  as  idrMdy  stated,  only  39  out  of  a  total  oi  987  in  the  naval 
service  being  assigned  to  duty  at  British  dockyards. 

Mr.  LouDENSLAQER.  About  4  per  cent? 

Admiral  Capps.  Yes,  sir.  Before  the  present  system  of  managere 
for  the  two  principal  departments  of  the  British  dockyards  there  was 
a  civil  assistant  to  the  admiral  superintendent  for  advisoiy  duties 
only;  this  civil  assistant  was  a  member  of  the  corps  of  naval  con- 
structors. Various  reasons  have  been  assigned  for  the  change,  but 
I  prefer  to  quote  directly  from  the  views  of  the  responsible  officials 
of  the  admiralty  as  to  tlie  good  to  be  gained  by  the  changes  recently 
made. 

The  chief  constructors  and  chief  ei^^eers  of  the  dockyards  at  pment  aie  h«ld 
leeponaible  for  the  proper  and  economical  performance  of  uie  work  without  tangible 
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means  of  fulfilling  their  reeponaibility.  It  is  of  fint  importance  that  they  shall  be 
brought  into  line  with  similar  positions  in  private  trades  and  be  constituted  managers 
of  their  departments,  with  full  authority  therein,  including  the  power  to  enter,  dis- 
chaige,  promote,  or  punish  men  (short  of  dischaiging  men  on  the  establishment), 

Srocure  their  own  yard  machinery,  and  get  so  far  as  practicable  their  own  stores 
irect  from  the  contractors  under  standing  contracts  without  any  intermediaries,  and 
control  the  stock  and  storage  appertaining  to  their  departments .  The  extended  powers 
thus  conferred  on  these  omcers  will  be  rigidly  controlled  by  the  financial  limitationa 
consequent  on  the  allocation  of  dockyard  moneys. 

The  admiral  superintendent  will  be  to  these  ofiicers  in  the  position  of  owner  (acting 
on  behalf  of  the  Admiralty),  to  whom  the  managers  will  be  immediately  responsible, 
and  he  will  be  constantly  referred  to  in  every  matter  of  importance,  and  will  issue 
all  orders  for  work  to  be  undertaken.  There  will  be  no  lessening  whatever  of  the 
position  and  responsibility  of  the  admiral  superintendent  by  constituting  these  two 
oflScers  managers  of  their  departments;  it  will  merely  give  them  powers  for  the  exer- 
cise of  which  they  will  be  responsible  to  tho  superintendent,  and  which  are  absolutely 
essential  to  good  administration.  At  the  same  time  a  consolidation  and  simplifica- 
tion in  the  methods  of  keeping  accounts  will  be  introduced. 

As  a  matter  of  actual  working  the  managers  have  entire  control  of 
the  details  of  work  in  their  departments;  out,  as  previously  stated, 
the  admiral  superintendent  has  everything  under  his  general  control, 
and,  so  far  as  I  could  learn  by  questioning,  the  admiral  superintendent 
never  interfered  with  the  regular  procedure  of  the  technical  work 
under  the  control  of  the  managers;  and  the  orders  of  the  Admiraltv, 
although  they  went  to  the  admiral  superintendent,  were  immediately 
copied  and  sent  down  to  the  managers  concerned. 

Mr.  Butler.  He  is  a  sort  of  a  figurehead? 

Admiral  Caffs.  I  would  not  say  that  at  all,  because  he  has  the 
definite  control  of  the  whole  yard;  he  has  many  activities  to  control; 
but  if  he  has  good  managers  I  thmk  the  wise  superintendent  will  let 
them  attend  to  their  own  jobs. 

Mr.  LoxjDENSLAOER.  And  hold  them  responsible? 

Admiral  Caffs.  Exactly.  The  other  prmcipal  oflSicers  in  the  Brit- 
ish dockyards  are  the  expense  accounts  officer,  the  cashier,  the  naval 
store  officer,  the  electrical  engineer  (previously  referred  to)^  and  the 
superintending  civil  engineer,  all  civilians,  and  the  captam  of  the 
dockyard.  In  the  French  dockyards  the  mechanical  departments 
are  in  charge  of  officers  of  the  corps  of  naval  constructors.  As  I  pre- 
viously stated,  all  these  officers  have  identically  the  same  preliminary 
training  and  specialize  subsequently  in  engineering  and  construction, 
but  they  are  members  of  the  one  corps.  The  director  of  naval  con- 
struction is  the  head  of  all  the  mechanical  activities  in  the  dockyards, 
and  both  divisions  come  under  him — hull  and  machinery. 

Mr.  LoiTDENSLAGEB.  In  France  do  they  have  any  requirements  for 
seagoing  service? 

Admiral  Caffs.  Only  incidentally,  I  believe;  they  usually  have 
a  constructor  with  the  fleet;  one  also  came  over  to  this  country  with 
the  special  squadron  last  year;  but  no  large  proportion  are  at  sea; 
they  do  very  much  in  the  same  way  as  we  do  m  assigning  construct- 
ors to  the  fleet  after  graduation;  but  they  do  not  have  the  prelimi- 
nary service  at  sea  that  our  constructors  have,  prior  to  assignment 
to  the  construction  corps. 

The  Chairman.  Are  you  through  with  France?  Did  you  go  to 
Germany? 

Admiral  Capps.  In  Germany,  as  outlined  in  the  summary,  there  is 
a  flag  officer,  who  is  director  of  the  dockyard,  who  has  imder  his  con- 
trol all  the  activities  of  the  yard  in  very  much  the  same  manner  as  the 
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ftdmlral  superiBtendent  in  the  British  dockyards.  The  principal 
mechanical  departments  are  the  hull  and  machinery  departments; 
Those  departments  are  under  officers  of  the  corps  of  naval  construct- 
ors and  officers  of  the  corps  of  designing  engineers,  respectively — both 
shore-stajring  corps.  They  occasionally  go  to  sea  but  not  often. 
The  seagoing  engineering  corps  in  the  German  navy,  as  well  as  in  the 
French  navy,  is  totally  distinct  from  the  designing  engineers,  who  have 

Jrincipal  control  of  the  work  in  the  engine  departments  at  dockyards, 
n  Italy  the  conditions  very  closely  approximate  those  in  France. 
The  construction  corps  includes  both  tne  designing  naval  architects 
and  the  designing  marine  engineers. 

The  Chairman.  Right  on  this  Une  I  want  to  ask  you  this  question: 
Will  you  give  to  the  committee,  briefly,  your  views  as  to  the  advisa 
bility  or  otherwise  of  commandants  or  captains  of  the  navy-yards  in 
our  own  navy-yards  acting  as  general  superintendents  or  managers  of 
the  mechanical  departments  of  the  navy-yards? 

Admiral  Capps.  It  is  my  earnest  belief  that  the  greatest  efficiency 
in  meishanical  work  at  dockyards  can  not  be  attained  when  the 
commandant  or  captain  of  the  yard  is  the  de  facto  manager,  and  my 
reason,  in  brief,  is  this:  The  commandant  and  the  captain  of  the 
yard  are  officers  of  the  line;  they  will  have  reached  the  grade  of 
commander  or  captain  or  admiral  before  being  assigned  to  those 
dutiesj  they  will  nave  reached  grades  in  which  the  duty  most  in 
line  with  their  profession,  the  duty  which  will  enable  them  to  attain 
the  goal  for  which  they  have  been  working  ever  since  they  entered 
the  service,  is  not  ashore,  but  afloat.  They  may  be,  and  undoubtedly 
are,  in  a  majority  of  instances,  men  of  the  highest  capacity,  finest 
training,  and  large  experience  in  their  own  particular  profession; 
but  their  duty  at  navy-yards,  if  we  may  judge  by  the  past — and  the 
past  is  one  of  the  best  criterions  in  such  matters — is  limited,  and 
they  are  almost  necessarily  simply  biding  their  time  until  an  excellent 
opportunity  arises  to  command  a  vessel  or  a  division  of  a  fleet.  My 
reason  for  this  belief  is  that  the  line  officer  who  takes  special  pride 
in  his  profession  would  ordinarily  much  prefer  to  be  at  sea  than  to 
be  on  shore  in  any  capacity,  ana  this  belief  is  also  based  upon  my 
personal  knowledge  of  officers  of  the  line  of  the  navy  and  by  the 
actual  record  of  service  at  navy-yards  of  officers  who  have  served 
in  the  capacity  of  commandants  and  captains  of  the  yard.  During 
the  six  years  and  more  that  I  have  been  Chief  Constructor  of  the 
Navy  there  have  been  at  the  navy-yard,  Portsmouth,  N.  H.,  five 
commandants  and  seven  captains  of  tne  yard. 

The  Chairman.  During  tne  six  years? 

Admiral  Capps.  Yes,  sir;  during  the  six  years.  At  the  navy-yard, 
Boston,  Mass.,  5  commandants  and  7  captains  of  the  yard;  at  the 
navy-yard.  New  York^  4  commandants  and  6  captains  of  the  yard; 
at  trie  navy-yard,  Philadelphia,  5  commandants  and  8  captains  of 
the  vard;  at  the  navy-yard,  Norfolk,  4  commandants  and  4  captains 
of  t&e  yard;  at  the  navy-yard,  Mare  Island,  3  commandants  and  5 
captains  of  the  yard;  at  the  navy-yard,  Bremerton,  3  commandants 
and  4  captains  of  the  yard.  In  other  words,  in  a  little  more  than 
six  years,  in  the  7  principal  navy-yards  of  this  country,  there  have 
been  29  commandants  and  41  captains  of  the  yard. 

Mr.  Loudenslager.  Does  not  the  brevity  of  their  service  also 
add  additional  weight  to  their  inefficiency) 
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Admiral  Caffs.  Brevity  in  service  of  that  character,  if  it  is  con- 
fined to  the  ^neral  military  administration  of  the  ^ard,  may  not 
be  veiy  detrimental,  but  brevitv  of  service^  when  it  means  that 
you  are  the  active  manager  of  a  large  industnal  establishment,  with 
thousands  of  civilians  under  your  control,  must  necessarily  decrease 
efficiency. 

The  C^iBHAN.  How  many  were  under  your  control  at  the  navy- 
yard,  New  York? 

Admiral  Caffs.  About  3,000. 

The  Chaibman.  In  your  department? 

Admiral  Caffs.  In  my  department. 

The  Chairman.  How  many  under  the  Newberry  plan,  when  all 
the  men  were  under  your  department? 

Admiral  Caffs.  In  the  period  of  greatest  activity  I  presume  there 
were  5^00;  I  do  not  know  exactly. 

Mr.  Butler.  And  you  have  3,000  now? 

Admu'al  Caffs.  No;  I  was  speaking  of  my  own  individual  experi- 
ence while  I  was  attached  to  the  New  i  ork  yard  as  Naval  Constructor. 

The  Chairman.  Right  in  this  line  I  want  to  ask:  Does  the  present 
organization  of  navy-yards  require,  in  your  opinion,  a  greater  num- 
ber of  officers  than  was  the  case  under  the  origmal  Newterrv  scheme, 
or  the  Newberry  scheme  as  modified  on  July  1, 1909,  and  what  would 
be  the  possible  effect  in  time  of  war? 

Admiral  Caffs.  The  present  organization  must  necessarily  require 
more  officers  than  the  organization  recently  existing,  because  a  very 
large  part  of  the  duties  mrmerly  performed  by  tiie  naval  constructs 
ors  are  now  performed  bv  another  department.  Perhaps  the  best 
answer  I  could  give  to  tiie  question  would  be  to  take  one  of  the 
navy-yards  whose  performance  of  work  under  the  Newberry  scheme 
has  been  referred  to  as  very  satisfactory.  I  refer  to  the  navy-yard 
at  Norfolk.  I  have  the  official  list  of  officers  on  duty  in  the  various 
departments  at  that  yard  on  Julj  1,  1909,  and  January  1,  1910. 

The  officers  in  the  manufacturmg  department  prior  to  July  1,  1909. 
were  2  naval  constructors,  4  assistant  naval  constructors,  2  civil 
engineers,  4  carpenters,  a  boatswain,  2  guimers,  and  a  warrant 
machinist,  a  total  of  16;  the  other  officers  connected  with  ihe 
manufacturing  work  were  inspectors.  On  January  1,  1910,  the 
total  force  under  the  naval  constructor  was  11 — 5  naval  constructors 
and  assistant  constructors  and  6  carpenters — ^while  there  were  on 
duty  in  the  engineering  division  of  tne  yard  7  commissioned  line 
officers,  3  warrant  machinists,  2  gunners,  and  2  civil  engineers  in 
charge  of  public  works.  These  three  groups  of  officers,  25  in  num- 
ber, were  m  charge  of  the  same  work  that  had  formerly  been  per^ 
formed  by  the  16.  Some  of  the  25  had  of  course  been  previously 
on  inspection  duty,  but  the  actual  numbers  in  chaise  of  work  were 
as  stated,  16  on  July  1,  1909,  and  25  on  January  1,  1910. 

It  is  undoubtedly  true  that  greater  efficiency  would  have  been 
obtained  imder  the  Newberry  system  by  having  a  few  offioera  for 
strictly  engineering  duty,  but  a  very  lai^e  part  or  the  duty  now  per- 
formed in  the  engineering  department  of  that  yard  is  duty  for  which 
the  constructor  was  not  only  trained  but  duty  which  he  had  actually 
been  performing  for  many  years  with  entire  satisfaction,  while  the 
officers  who  are  now  performing  that  duty  are,  in  some  cases,  abso- 
lutely inexperienced  in.  that  duty;  and  it  is  reported  that  the  officer 
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who  b  now  assigned  to  the  charge  of  all  the  electrical  work  under  the 
engineering  officer  is  a  memher  of  the  same  class  as  the  junior  assistant 
naval  constructor  and,  I  am  informed,  one  without  any  previous 
electrical  engineering  experience  whatever  other  than  that  received 
at  the  Naval  Academy  and  in  the  duty  which  he  may  have  performed 
aboard  ship  since  that  time. 

Mr.  LouBENSLAGEB.  Do  I  Understand  you  to  say  that  those  officers 
who  were  on  duty  at  the  Norfolk  Navy- Yard  on  July  1,  1909,  were  all 
under  the  naval  constructor's  bureau  Y 

Admiral  Capps.  Up  to  July  1,  1909,  the  senior  naval  constructor 
was  the  manager  of  tne  maniuacturing  department  and  had  all  of  the 
mechanical  activities  of  the  yard  imder  his  immediate  control. 

Mr,  LouDENSLAOER.  Both  engineering  and  construction  f 

Admiral  Caffs.  Yes,  sir;  and  there  were  inspectors  representing 
the  other  departments. 

Mr.  LouBENSLAGEB.  And  those  vou  quote  aft  bein^  on  duty  on 
January  1  had  both  duties  to  periorm  with  double  the  number  of 
officers. 

Admiral  Caffs.  The  work  was  somewhat  differently  allotted. 
A  good  deal  was  taken  away  from  the  constructor  and  put  under  the 
enmieering  department, and  a  larger  number  of  engineers  provided. 

Mr.  Thomas.  It  must  have  been  easier  for  those  constructors  who 
were  there — they  must  have  had  less  to  do  and  an  easier  life. 

Admiral  Caffs.  Thej  have  much  less  to  do  now;  but  in  a  com- 
munication received  within  the  last  few  days  from  Naval  Constructor 
Watt  he  specifically  states  that  while  during  February  and  March, 
1909,  he  and  his  assistants  had  to  work  a  great  deal  out  of  office 
hours  in  order  to  jget  their  organization  systematized,  but  after  the 
organization  was  m  proper  shape — after  the  first  two  months — they 
hflS  no  difficulty  in  taking  care  of  their  work  between  the  hours  of 
eight  and  five,  and  that  all  of  his  assistants  had  time  to  take 
plenty  of  exercise  in  preparation  for  their  walking  tests  which  were 
subsequently  successfully  performed. 

Mr.  jButleb.  I  wish  you  would  state,  if  you  have  any  .plan  in  your 
mind,  by  which  the  seagoing  engineer  may,  first,  acauire  nis  mechan- 
ical education,  which  1  thmk  you  have  spoken  or,  and,  secondly, 
obtain  the  necessary  experience  before  he  is  placed  in  charge  of 
machinery  at  sea. 

Admiral  Caffs.  In  the  first  place,  I  believe,  and  have  so  stated, 
that  a  designing  engineer  must  be  specially  trained  and  his  major 
work  must  be  on  shore,  and  his  going  to  sea  must  be  incidental  rather 
than  the  rule.  The  engineer  who  is  in  charge  of  the  motive  machinery 
is  preferably  a  man  who  has  had  very  complete  training  in  engineering 
and  knows  the  methods  of  manufacture,  of  engineering,  and  so  forth. 
That  would^  necessarily,  in  my  judgment,  mean  a  man  who  was  giving 
his  entire  tune  to  engmeering  ana  not  simply  a  part  of  it,  as  is  the 
case  ordinarily  with  a  line  officer  of  the  navy.  But  that  question 
has  practically  been  decided  by  amalgamating  the  two. 

Mr.  Thomas.  The  point  we  are  trying  to  get  at  is  this :  A  man 
might  be  an  engineer,  or  a  designer,  which  is  the  better  term  possibly, 
but  he  does  not  necessarily  have  to  have  practice  as  to  the  operation 
of  machinery,  whereas  a  man  who  might  he  a  practiced  operating 
engineer  does  not  necessarily  have  to  be  a  good  designing  engineer. 

Admiral  Caffs.  Quite  true.  A  (iesigner  ought  to  have  a  very  good 
idea  of  the  actual  operation  of  the  machinery  in  order  that  he  may 

Digitized  by  LjOOQ  IC 


446     PB0P08ED  BBOBOANIZAXIOK  OF  NAVY  DBPABTMSNT. 

design  machineiy  in  the  best  possible  way,  but  the  operating  engineer 
bj  no  means  has  to  be  a  good  designer;  he  should  oe  a  good,  prac* 
tical  man,  and,  of  course,  the  backbone  of  the  practical  engineering 
force  on  board  ship  now  is  the  men  who  are  conung  up  in  the  warrant 
grades;  those  men  are  constantly  doing  engineering  duty  and  they 
are  getting  the  very  best  experience  available;  their  original  training 
is  not  at  all  equal  to  that  of  the  commissioned  officers,  but  neces- 
sarily their  practical  experience  must  become  very  much  greater.  It 
is  simply  a  case  of  the  difference  between  a  man  doin^  constantly  a 
particular  class  of  work  and  a  man  who  is  doing  various  classes  of 
work;  the  man  who  is  constantly  doing  it,  if  he  is  a  bright  man, 
ou^ht  to  have  the  advantage. 

Mr.  Padqett.  I  would  be  glad  to  have  ^our  opinion  on  this  phase 
of  the  question:  The  battle  ship  of  to-day  is  a  great  floatinj^  machine 
and  requires  the  highest  order  of  en^neering  skill  and  inrormation. 
Now,  the  line  officer- in  chaise  of  the  battle  ship  and  of  the  engineer- 
ing department,  and  so  forth,  of  the  ship,  famiuarizes  himself  with  it 
and  gets  a  practical  experience  afloat;  under  the  proposed  reorganiza- 
tion, as  I  understand  it,  the  Departinent  insists  that  it  shall  utilize 
this  experience  of  the  line  officer,  which  he  gets  afloat,  and  transfer 
it  ashore  in  the  yards,  and  this  reorganization  plan  proposes  to  put 
the  engineering  or  machinery  division  under  the  control  of  fine 
officers.  Now,  if  we  assume  that  that  is  done  and  peace  conditions 
continue  there  would  arise,  I  can  see,  no  occasion  for  trouble;  but 
suppose  the  organization  is  built  up  on  and  rests  upon  that  condition 
and  war  should  come?  Then  what  would  be  the  support  of  the  yards 
ashore  when  a  great  demand  came  to  send  these  officers  to  the  front 
in  the  battle? 

Mr.  LouDENSLAOER.  I  think  he  answered  that  pretty  fully. 

Mr.  Padgett.  I  was  not  in  the  room  and  did  not  hear  it. 

Admiral  Capps.  The  actual  result  during  the  Spanish-American 
war  was  as  follows:  In  July,  1897,  there  were  53  line  officers  and  18 
engineer  officers  at  navy-yards  and  stations;  in  July,  1898,  there 
were  33  line  officers  on  the  active  list,  19  engineers  on  the  active  list, 
26  line  officers  on  the  retired  list,  and  20  engineer  officers  on  the 
retired  list  at  the  same  navy-yards  and  stations.  In  other  words,  in 
time  of  war,  when  the  resources  of  the  yards  would  be  taxed  to  their 
utmost,  the  number  of  officers  on  the  active  list  on  duty  at  navy- 
yards  was  very  markedly  reduced;  and  officers  were  taken  from  the 
retired  list  and  assigned  to  duty  to  fill  their  places;  and,  necessarily, 
in  certain  cases  these  retired  officers  must  nave  been  out  of  touch 
with  the  current  work  at  navy-yards.  Now,  the  condition  of  the 
civil  personnel  of  those  yards  in  time  of  war  is  very  clearly  shown  by 
these  figures:  In  March,  1898,  in  all  the  principal  navy-yards  except 
Puget  Sound  there  were  3,811  workmen  in  the  four  working  depart- 
ments (Construction  and  Repair,  Steam  Engineering,  Ordnance,  and 
Equipment) ;  in  June  of  the  same  year  there  were  in  the  same  depart- 
ments 7,791  men,  more  than  double;  that  is,  the  officers  on  the 
active  list  were  decreased  and  the  civilian  personnel  doubled. 

Mr.  Padgett.  I  would  like  to  ask,  just  at  that  point,  along  two 
phases  of  the  Question  that  I  want  to  get  information  upon:  £  it  a 
practicable  and  feasible  thing,  in  time  of  war,  to  withdraw  the  Hne 
officers  who  have  been  in  charge  of  the  organization  during  the  time 
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of  peace  and  send  them  to  the  front  and  supply  their  places  efficiently 
with  retired  officers? 

Admiral  Caffs.  I  do  not  think  so,  sir. 

Mr.  Thomas.  After  spending  all  these  years  on  shore  would  they 
be  ffood  Une  officers? 

Mr.  Padgett.  I  am  assuming  that  they  are  good  men;  I  am  going 
to  come  to  that  a  little  later  on.  Now,  then,  in  that  phase  or  the 
question,  if  the  retired  officers  would  not  be  efficient  and  up  to  date 
and  capable  of  th»  highest  degree  of  efficiency,  would  it  be  practicable 
and  feasible  to  suppmnt  the  places  of  these  line  officers  sent  to  the 
front  from  the  industrial  establishments  of  the  country;  I  mean  from 
civil  life? 

Admiral  Caffs.  I  should  say  to  a  certain  degree  you  could,  but 
even  as  between  one  private  smpbuilding  estabUshment  and  another, 
if  in  a  case  of  emergency,  where  your  work  is  greatly  increased,  you 
started  in  with  an  entirely  new  manager,  you  are  bound  to  have  less 
efficiency  for  some  time;  men  must  Know  each  other,  they  must  be 
accustomed  to  their  work,  and  the  conditions  you  have  at  the  out- 
break of  a  war  ought  not  to  be  the  conditions  that  have  just  arisen, 
but  you  ought  to  nave  an  efficiently  trained  and  homogenous  organ- 
ization which  will  continue  the  gooa  work  when  the  wore  is  increased 
rather  than  diminshed. 

Mr.  Butler.  Then,  as  I  understand  vour  proposition,  in  time  of 
war  the  proposed  organization  must  of  necessity  go  to  pieces  and 
be  supplanted  from  some  other  source? 

Admiral  Caffs.  In  time  of  war  I  beUeve  the  personnel  on  duty  at 
yards — the  line  personnel — would  necessarily  be  depleted,  and  you 
would  have  to  brmg  in  from  some  source  people  to  take  their  places. 

Mr.  Thomas.  I  do  not  think  that  is  so  serious;  I  believe  we  could 
equip  our  navy-yards  with  good  civilians  at  any  time  of  war. 

Mr.  LouDENSLAGER.  In  ten  days? 

Mr.  Thomas.  In  a  comparatively  short  time.  Where  are  we  going 
to  get  our  experienced  sea  officers  to  take  charge  of  these  battle  shipsl 
In  other  words,  if  the  Admiral  had  never  been  to  sea,  and  I  do  not 
know  how  much  experience  he  has  had,  he  might  be  the  best  con- 
structor in  the  world,  yet  I  doubt  whether  he  would  make  a  good, 
Sractical  commander  of  a  battle  ship  if  he  spent  all  of  his  time  in 
esigning  battle  ships. 

The  Chairman.  How  many  years  were  you  at  sea,  by  the  way? 

Admiral  Caffs.  I  have  tried  very  earnestly  to  confine  myself,  in 
my  later  activities,  to  my  own  profession,  but  I  have  had,  as  a  matter 
of  fact,  exactly  the  same  original  training  as  the  officer  who  goes 
to  sea. 

The  Chairman.  How  many  years  have  you  been  to  sea? 

Admiral  Caffs.  I  have  actually  been  to  sea  over  three  and  a  half 
years;  two  years  and  some  months  before  entering  the  construction 
corps  and  the  remainder  since  entering  the  construction  corps,  and 
I  have  had  service  at  navy-yards  and  on  the  board  of  inspection 
and  survey. 

The  Chairman.  You  are  absolutely  in  touch  with  conditions  as 
they  actually  exist. 

Mr.  Padgett..  I  would  like  to  ask  this  question.  Perhaps  it  may 
have  been  asked  in  my  absence.  From  a  mihtaxy  standpoint  what 
advantage  is  it  to  the  line  officer  to  have  service  in  the  yards? 
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The  Chaibman.  Just  prior  to  that,  I  would  like  to  ask  the  Admiral 
whether  he  was  a  line  officer  in  the  navy  before  he  went  into  the 
construction  corps,  and  I  would  like  to  ask  him  how  many  years  he 
was  a  line  officer? 

Admiral  Capps.  I  entered  the  service  in  1880  as  a  cadet  en^eer. 
The  training  at  that  time  of  the  cadet  engineer  and  cadet  midshipman 
were  veiy  much  the  same  for  the  first  two  years,  although  the  cadet 
engineer  received  rather  more  extensive  traming  in  mat^matics  and 
mechanics.  The  technical  training  in  those  days  began  in  the  second 
class  year;  but  before  this  period  arrived  in  mv  career  the  act  of 
August,  1882,  combined  the  cadet  engineers  and  cadet  midshipmen 
ana  made  them  all  naval  cadets;  from  that  time  on  my  training  was 
that  of  the  line  officer.  I  graduated  as  a  naval  cadet  in  1884;  imme- 
diately assigned  to  the  flagship  of  the  North  Atlantic  Squadron: 
remained  on  that  dutv  for  about  two  years,  performing  every  class  of 
duty  which  usually  falls  to  the  lot  of  a  Ime  officer,  and,  being  the 
semor  of  the  midshipmen,  for  a  ^at  part  of  the  time  I  had  watch 
duty  and  commanded  a  gun  division;  promoted  to  ensign  in  1886, 
and  shortly  thereafter  was  ordered  to  the  University  of  Olaseow; 
was  promoted  to  assistant  naval  constructor  in  1888;  completed  the 
course  at  Glasgow  in  1889  and  returned  to  the  United  States  in  that 
year,  and  have  ever  since  been  engaged  upon  my  duty  as  naval 
constructor. 

The  CHAmMAN.  Now  we  will  go  back  to  Mr.  Padgett's  question. 

(The  stenographer  read  the  question,  as  follows:  'From  a  military 
standpoint  wnat  advantage  is  it  to  the  line  officer  to  have  service  in 
the  yard?") 

Admiral  Capps.  So  far  as  concerns  the  machinery  and  machine 
auxiliaries  on  board  ship,  I  believe  it  to  be  an  advantage  to  the  Une 
officer  to  have  such  service  in  navy-jards  as  may  be  practicable,  con- 
sidering the  other  demands  upon  ms  services.  I  do  not  think,  how- 
ever^ that  the  best  results,  eitner  to  the  officer  himself  or  the  ^eatest 
efficiency  in  the  performance  of  the  work  in  the  yards  is  obtamed  by 

Eutting  such  an  officer  in  actual  charge  of  important  work,  unless  he 
as  had  much  greater  experience  in  such  work  than  is  usually  the  case. 
In  other  words,  the  line  officer  at  a  navy-yard  can  gain  very  much 
information  wmch  will  be  of  great  benefit  to  him  in  his  duties  on 
board  ship,  but  I  do  not  believe  that  that  information  should  be  gained 
by  putting  him,  in  the  veiy  beginning,  in  charge  of  important  work. 

MT,  Padgett.  Now,  I  would  put  tne  other  side  of  that  question: 
The  line  officer — I  am  speaking  now  with  reference  to  the  engineering 
work  of  a  battle  ship,  its  broadest  scope  in  managing  a  ship  afloat — 
what  advantage  can  the  line  officer  be  to  the  yard  in  bringing  to  the 
yard  the  information  and  the  experience  that  he  gets  afloat  in  han- 
dling the  ship,  especially  with  reference  to  engineering,  machinery,  and 
so  forth? 

Admiral  Capps.  The  greater  part  of  the  advantage  which  will  accrue 
from  such  an  association  could  easily  be  transmitted  while  that  officer 
was  actually  serving  on  board  ship  at  a  yard.  It  is  not  necessary,  in 
my  judgment,  for  him  to  be  actually  in  charge  of  the  work  in  the 
shops  in  order  to  inform  either  the  commandant  or  the  head  of  the 
department  of  such  experience  as  he  had  obtained  which,  in  his  judg- 
ment, would  be  benencinl  to  the  yard.  In  other  words,  his  actual 
association  with  the  yard  while  on  board  a  ship  being  repaired  at  the 
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yard  should  be,  and  is  ordinarily,  very  close,  and  there  is  ample  oppor* 
tunity  to  transmit  any  ideas  he  may  have. 

Mr.  Padgett.  I  want  to  ask  this  Question:  What  experiences  are 
there  in  the  career  of  a  line  officer  handling  a  ship,  and  in  other  duties, 
as  a  line  officer,  that  in  any  way  or  that  in  all  ways  fit  and  qualify 
him  to  be  at  the  head  of  the  management  of  an  institution  that  is 
operating  from  a  thousand  to  two  thousand  men,  or  any  larse  number 
ot  men,  in  an  industrial  way,  such  as  in  the  navy-yards,  and  so  forth! 
What  experiences  have  they  which  qualify  them  as  managers  of  an 
establishment  from  an  economic  standpoint? 

Admiral  Capps.  I  do  not  see  how  the  average  duty  of  a  line  officer 
afloat  can  properly  qualify  him  for  the  actual,  active  msjiagement  of 
mechanical  establishments  on  shore.  If  that  were  true,  it  would  seem 
that  the  proper  way  to  train  a  manager  of  a  mechanical  establish- 
ment would  be  to  send  him  to  sea  and  not  train  him  on  shore. 

Mr.  LouDENSLAOEB.  Well,  now.  Admiral,  as  I  understand  some  ot, 
the  suggestions  made  in  this  reorganization  progran^ne,  it  is  deemed 
of  great  advantage  to  the  men  and  the  service  that  the  commanding 
officer  and  the  engineer  on  board  of  the  vessel  shall  have  shore  duty 
and  practical  knowledge  of  the  designing  and  construction  of  the  ship 
and  machinery,  ^et  it  does  not  somehow  seem  clear  to  me  how  that 
is  necessary  in  view  of  similar  businesses  carried  on  by  our  citizens, 
such  as  the  running  of  the  great  steamship  lines  and  the  great  rail- 
roads of  our  country.  They  do  not  require  their  captains  or  their 
chief  engineers  to  go  down  into  the  shipbuilding  plants  and  engineerin^g 
plants  and  study  tnem,  nor  do  the  railroad  companies  demand  of  their 
engineers  a  stuay  in  the  locomotive  building  establishments.  If  it  is 
possible  I  would  like  to  know  what  great  advantages  come  by  virtue 
of  the  Admiral,  or  the  head  of  the  engineering  department  in  a 
battle  ship,  being  required  to  spend  his  time  m  these  industrial 
plants,  and  if  there  should  be  some  little  advantage  in  it,  would  it 
not  detract  from  the  advantage  of  the  knowledge  to  be  obtained 
by  spending  their  time  in  the  special  line  of  work  to  be  followed  ? 

Aomiral  Capps.  Of  course,  our  beliefs  with  respect  to  the  subject- 
matter  you  have  brought  up  must,  necessarily,  be  based  upon  one's 
personal  experience  and  one's  knowledge  of  conditions  obtaining  in 
other  navies  and  in  private  life.  I  can  not  help  believing  that  the 
primary  duty  of  a  seagoing  naval  officer  is  afloat  and  not  ashore; 
that  the  best  means  of  developing  mechanical  activities  ashore  is  to 
have  men  specially  trained  for  that  work;  and  the  best  way  to  learn 
your  duties  on  board  ship  is  to  go  to  sea.  The  conditions  which 
already  have  been  enumerated  with  respect  to  foreign  navies,  it 
seems  to  me,  makes  that  very  clear  indeed. 

The  Chairman.  Now,  you  have  told  us,  Admiral,  about  the  organ- 
ization in  foreign  countries.  Will  you,  briefly,  sketch  the  organization 
among  our  own  shipyards  ? 

Admiral  Capps.  The  organization  in  the  average  private  ship- 
building yard  is  to  have  a  president  who,  as  a  rule,  confines  himself  to 
the  financial  end  of  the  establishment;  there  is,  usually,  a  general 
manager  who  looks  out  for  the  general  manufacturing  activities  of  the 
yard;  under  the  general  manager  would  be,  generally ^  two  large 
divisions,  one  confining  itself  more  particularly  to  the  motive  machin- 
er}r  of  the  ship  and  motive  machinery  auxiliaries  and  the  other  con- 
fijung  itself  to  the  hull  and  the  hull  auxiliaries  and  outfit.  The  actual 
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division  of  these  duties  will  vary  at  different  yards,  and  is  often  a 
direct  function  of  the  personal  quaUfications  of  the  men  actually  in  the 
employ  of  that  particular  company.  In  one  yard  you  may  have  more 
work  on  the  machine  side,  ana  in  another  yard  more  work  on  the  hull 
side.  There  are  cases  in  which  the  general  manager  has  not  been 
specially  trained  as  a  technical  man,  but  those  are  exceptions,  not  the 
rule.  But  whether  he  is  or  is  not  so  specially  trained,  he  is  usually  a 
man  who  has  devoted  the  best  of  his  hfe  to  that  particular  work,  and 
in  no  yard  do  they  actually  change  their  personnel  or  count  upon 
changing  their  personnel  frequently;  in  fact,  when  they  get  a  good 
man  the\^  hang  on  to  him  just  as  long  as  they  can. 

The  CHAIRMAN.  Take,  for  instance,  the  Fore  River  Shipbuilding 
Company. 

Admiral  Capps.  At  the  Fore  River  Shipbuilding  Company  the 
president  has  general  charge  of  the  whole  establishment,  and,  inci- 
dentally, he  was  trained  as  a  naval  constructor  and  was  chief  con- 
structor at  the  time  of  his  resignation.  The  general  manager,  who 
has  under  his  immediate  charge  all  the  operations  of  the  yard,  was 
also  trained  as  a  naval  constructor  ami  was  one  of  the  assistants  of 
the  chief  constructor  at  the  time  of  his  resignation.  There  are  two 
main  divisions  at  this  yard  having  directly  to  do  with  the  work  on 
board  ship,  just  as  there  are  at  most  otlier  yards;  also  at  the  Fore 
River  yard  and  at  many  other  shipbuilding  yards  there  are  other 
divisions  liaving  to  do  with  electrical  installations,  the  general 
improvement  of  the  yard,  accounts,  stores,  etc. 

The  C^iiAiRMAN.  \\  liat  is  the  organization  at  the  Cramp  yard  t 
Can  you  tell  us  what  the  organization  is  at  the  Cramp  shipouilding 
yard? 

Admiral  Capps.  The  organization  at  the  Cramp  yard  is  somewhat 
similar  to  those  I  have  just  sketched.  The  president  is  a  man  who 
was  not  trained  as  a  technical  man,  and,  I  believe,  confines  himself 
very  largely  to  the  financial  side,  although,  of  course,  having  a  large 
interest  in  all  other  matters.  Under  the  president  is  a  manager,  and 
under  the  manager  are  the  hull  and  machinery  divisions,  shipyard 
superintendent,  shop  superintendents,  and  other  subdivisions  under 
them;  but  the  general  organization  is  very  similar  to  that  of  other 
yards,  and  at  that  yard,  as  in  other  yards,  the  training  and  individu- 
ality of  the  man  often  governs  the  degree  of  the  responsibility  which  is 
placed  upon  him. 

The  Chairman.  Now,  I  would  like  to  have  the  organization  of  the 
Newport  News  yard,  as  that  is  a  very  important  yard. 

Admiral  Capps.  I  think,  Mr.  Chairman,  that  perhaps  it  would  be 
more  illuminating  if  I  simply  appended  to  the  hearing  a  chart  show- 
ing the  actual  organization  of  these  yards,  which  can  be  done.  (See 
Appendix  No.  10,  giving  diagrams  showing  organization  of  Fore 
River  Shipbuilding  Company,  William  Cramp  &  Sons  Ship  and 
Engine  Building  Company,  New  York  Shipbuilding  Company,  and 
Newport  News  Shipbuilding  and  Dry  Dock  Company.) 

The  Chairman.  We  would  be  glad  to  have  it. 

Mr.  LouDENSLAGER.  That  will  be  a  very  instructive  thing,  I  am 
sure. 

The  Chairman.  I  want  to  ask  this  question:  Will  you  please 
inform  the  committee  of  the  present  distribution  of  work  at  the 
navy-yards,  as  between  the  hull  and  machinery  departments,  and 
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what  work  has  been  taken  away  from  or  added  to  these  departments 
as  a  result  of  the  latest  reorganization,  and  as  compared  with  the 
conditions  which  prevailed  prior  to  the  Newberry  reorganization? 
Just  briefly  state  that,  if  you  will. 

Admiral  Capps.  The  mechanical  activities  at  the  navy-yards,  under 
the  present  organization,  are  divided  between  two  departments — 
the  null  and  the  machinery  departments.  The  hull  department 
is  largely  confined  to  matters  directly  pertaining  to  the  hull  of  the 
ship ;  the  machinery  department  has  under  it  not  only  the  propelling 
machinery  and  its  auxiliaries,  as  it  had  prior  to  the  Newberry  reorgan- 
ization in  1909,  but  has  had  added  to  it  a  great  deal  of  the  work 
formerly  performed  by  the  construction  department  prior  to  the 
Newberry  plan,  such  as  all  hull  auxiliary  machinery,  windlasses, 

Eumping  and  drainage  systems,  ventilation  machinery,  deck  winches, 
oat  cranes,  capstans,  steam  steerers,  and  all  other  auxiliary 
machinery  of  that  kind;  in  some  of  the  yards  they  have  even  had 
assigned  to  them  the  pumping  plant  of  tne  dry  docks,  although  the 
dry  dock  itself  must  still  be  operated  by  the  naval  constructor;  it  is 
introducing  a  division  of  responsibility  which,  in  my  judgment,  is 
most  undesirable.  I  will  read  here  an  extract  from  a  report  from 
the  chief  constructor  to  the  Secretary  of  the  Navy  (see  Appendix 
No.  1)  in  relation  to  some  of  these  transfers  at  navy-yards: 

With  respect  to  the  matter  of  jurisdiction  of  auxiliaries,  etc.,  it  (the  report)  has 
confined  itiself  largely  to  broad  principles  and  to  original  jurisdiction  in  tne  Navy 
Department  itself.  1 1  has  not  been  possible  to  po  into  any  detailed  comment  ap  to  the 
effect  of  recent  changes  in  organization  at  navy-yards  no  far  as  such  changes  affect 
the  jurisdiction  of  auxiliaries  heretofore  under  the  control  of  this  bureau,  ft  may  be 
noted  in  paasing,  however,  that  reports  from  commandants  at  navy-vards  indicate 
clearly  fhat  all  shops  having  to  do  with  metal  machine  work  of  any  kind,  including 
hull  fittings,  hull  auxiliaries,  and  electric  work  of  all  claK^es,  have  been  transferred  to 
the  machinery  division.  Also  that  in  some  yards  even  the  fire  mains  and  pumping 
and  drainap^e  systems  on  board  ship  have  been  transferred  to  the  cognizance  of  the 
machinery  division,  and  that  in  at  least  two  yards  the  commandant  has  assigned  to  the 
machinery  division  responsibility  for  the  cafe  and  maintenance  of  the  pumping  plant 
of  dry  docks.  M«ireover,  where  there  was  only  one  blacksmith  shop  or  one  plunibers* 
flhop  this  shop  was  transferred  to  the  machinery  division  irrespective  of  any  consider- 
ation as  to  whether  the  hull  or  machinery  division  was  most  concerned  in  the  work 
performed  in  said  shops.  Many  of  the  above-noted  transfers  can  not,  in  my  opinion, 
De  justified  on  the  ground  of  efficiency  or  good  administration,  and  they  are  believed 
to  go  far  beyond  the  expressed  intention  of  the  department  with  respect  to  such  mat- 
ters. Indeed,  the  separation  of  the  pumping  plant  of  dry  docks  from  the  dock  itself 
is  believed  to  be  a  most  undesirable  arrangement  and  micht  at  any  time  be  attended 
with  serious  consequences.  It  appears  to  the  chief  constructor  vitally  important  that 
the  officer  who  is  cnarged  H-ith  tne  rcnponsibility  for  docking  vessels  should  be  now, 
as  he  has  been  without  question  for  the  past  sixty  years,  responsible  for  all  mechanisms 
neceosary  for  the  successful  performance  of  his  work. 

The  general  result  of  the  transfers  at  navy-yards  above  indicated  is  to  remove  from 
the  jurisdiction  of  officers  of  the  construction  corps,  who  have  had  special  training  and 
shop  experience,  work  with  which  they  are  thoroughly  familiar,  ana  the  ai^.-^ignment  of 
sucn  work  to  another  division  which  has  not  heretofore  performed  such  work,  and  whose 
officers  must  necessarily  be  increased  in  number  in  order  to  properly  care  for  the  new 
work  assigned  their  division  at  navy-yards.  This  assignment  of  additional  officers  to 
duty  at  navy-yards  to  perform  work  nitherto  performed — and,  it  is  believed,  with  entire 
efficiency — by  officers  of  the  construction  corps  might  easily  be  embarrassing  in  time 
of  war.  In  such  a  contingency  the  fleet  must  be  more  or  less  crippled  by  the  assi^- 
ment  to  shore  duty  of  large  numbers  of  officers  who  would  be  available  for  duty  with 
the  fleet,  or  else  tne  shore  establishment  must  be  denuded  of  important  officers  and 
left  in  a  seriously  crippled  condition  at  the  veiy  time  when  its  organization  is  under 
except  ional  strain  and  should  be  at  its  highest  efficiency. 

In  view  of  the  above-noted  conditions,  the  chief  constructor  believes  it  very  desir- 
able for  the  department  to  give  further  consideration  to  the  assignment  of  duties 
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amonjg;  the  various  bureaus  of  the  Navy  Department  and  to  the  hull  and  machinery 
divlBionB  of  the  navv-yarda. 

Finally,  the  chiet  constructor  invites  special  attention  to  the  following  general 
conclusions  from  the  statement  of  facte  hereinbefore  made: 

That  the  Bureau  of  Construction  and  Repair  has  had  for  many  years  jurisdiction 
over  the  majority  of  electric  and  other  auxiliaries  on  board  ship^  especially  those 
connected  with  the  general  service  of  the  ship,  such  as  capstans,  windlasses,  steering 
gears,  deck  winches,  boat  cranes,  turret-turning  ^eare,  ventilating-fan  motors,  ammu- 
nition hoists,  etc.;  also  that  the  theoretical  training  and  practical  experience  of  naval 
constructors  eminently  qualify  them  for  handling  all  questions  relating  to  the  design, 
construction,  and  installation  of  such  auxiliaries. 

That  the  work  of  the  construction  corps  has  been  performed  in  a  manner  to  elicit 
commendation  from  various  Secretaries  of  the  Navy,  and  that  their  actual  theoretical 
training  and  practical  experience  in  the  work  heretofore  under  their  jurisdiction  has 
been  fax  mater  than  that  of  any  other  officers  of  the  navy. 

That  although  various  propositions  have  been  made  from  time  to  time  to  transfer 
auxiliaries  from  one  bureau  to  another,  the  general  trend  has  heretofore  been  to  con- 
solidate all  such  mechanical  work  under  one  mechanical  bureau,  using  as  a  foimdation 
for  such  consolidation  the  Bureau  of  Construction  and  Repair  and  the  corps  of  naval 
oonstructors,  the  general  duties  of  that  bureau  and  the  special  traininjg  of  the  corps 
of  naval  constructors  making  it  almost  inevitable  that  efficient  consolidation  of  me- 
chanical work  should  take  niU  advantage  of  the  experience  of  that  bureau  and  the 
officers  specially  trained  for  its  work. 

That  in  canying  out  the  provisions  of  Navy  Regulation  Circular  No.  6,  certain 
commandants  of  navy-yards  are  believed  to  have  gone  quite  bejrond  the  department'* 
intention  with  respect  to  the  transfer  of  duties  from  the  jurisdiction  of  the  construction 
officer  to  that  of  the  engineer  officer,  especiallv  as  regards  dry-dock  pumping  mar 
chinery^  pumping  and  drainage  systems  on  shipboard,  and  certain  shops  in  which  all 
or  a  majority  of  the  work  is  directly  concerned  with  the  hull  or  hull  auxiliaries.  The 
above-referred-to  transfer  of  work  must  result  in  divided  responsibilitY,  with  decreased 
efficiency,  and  has  already  increased  the  number  of  officers  required  for  duty  at 
navy-yards. 

The  Chairman.  Does  that  cover  the  question? 

Admiral  Capps.  That  covers  it.  The  rest  is  a  summary.  •How- 
ever, hei«  are  two  clauses  in  this  summary  that  I  will  put  in  now, 
although  they  will  go  in  the  hearings: 

That  officers  of  the  corps  of  naval  constructors,  being  especially  trained  for  and 
assigned  almost  continuousl^r  to  technical  dutv  on  diore,  make  such  work  their  life 
career  and  give  it  their  undivided  attention .  Whatever  success  such  officers  may  have 
or  whatever  commendation  they  may  receive  in  their  professional  career  must  comn 
from  the  efficient  performance  of  the  technical  work  committed  to  their  charge. 
Moreover,  they  are  constantly  stimulated  by  the  knowledge  that  laxity  in  the  f>er* 
formance  of  duty  would  be  followed  by  prompt  and  drastic  criticism  from  officers 
attached  to  the  snips  on  which  work  has  been  performed. 

That  officers  of  the  line  of  the  navy  will  naturally  give  precedence  to  duty  which 
will  help  them  in  their  military  career;  and  that  while  manv  officers  of  the  Ime  may 
have  engineering  aptitude,  the  intermittent  character  of  their  engineering  work  la 
such  as  to  prevent  the  full  aevelopment  of  their  talents  along  engineering  lines,  except 
at  the  sacrifice  of  their  subsequent  careere  as  military  officers.  This  is  especially  the 
case  with  officers  of  the  line  who  are  nearing,  or  have  actually  attained,  command 
rank. 

Mr.  Thomas.  Suppose,  for  instance,  it  should  develop  that  he  is 
a  good  practical  engineer,  that  is,. a  line  officer,  and  he  wants  to  make 
a  speciality  of  designing  and  construction;  it  is  then  necessary  for 
him  to  join  the  staff,  as  I  understand? 

Admiral  Capps.  He  can  not  become  a  staff  officer. 

Mr.  Thomas.  It  is  a  little  confusing  as  to  the  staff  and  the  line. 
I  would  like  to  have  a  little  explanation  on  that,  as  to  what  really 
constitutes  a  staff  officer  and  what  really  constitutes  a  line  officer. 
Suppose,  for  instance,  a  constructor  should  not  be  altogether  suc- 
cessful as  a  constructor,  can  he  enter  the  line  and  become  a  line 
officerl 
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Admiral  Capps.  No,  sir. 

Mr.  Thomas.  If  you  find  a  man  who  has  exceptional  ability,  a 
line  oflBcer,  who  will  make  a  good  manager  of  a  navj^-^TW'd,  for  instance, 
to  get  in  the  navy-yard  he  must  become  a  staff  officer? 

Admiral  Capps.  No;  a  line  officer  can  be  assigned  to  almost  any 
duty;  a  constructor  can  not.  The  constructor  starts  as  a  line  officer 
but  transfers  to  a  staff  corps;  thereafter  he  is  confined  to  the  duties 
of  that  corps. 

Mr.  LouDENSLAOEB.  He  is  the  only  one  that  starts  as  a  line  officer 
and  leaves? 

Admiral  Capps.  Yes,  sir;  he  is  the  only  one. 

The  Chaibman.  Has  the  board  of  construction  been  abolished? 

Admiral  Capps.  Yes,  sir. 

The  Chairman.  How  long  had  it  been  in  existence  before  it  was 
abolished? 

Admiral  Capps.  About  twenty  years,  I  think. 

The  Ghathman.  What  did  it  consist  of — ^who  were  the  members  of 
it? 

Admiral  Capps.  Its  membership  at  the  time  of  its  dissolution  was 
the  chiefs  of  the  bureaus— of  Equipment,  Ordnance,  Construction 
and  Repair,  Steam  Engineering — the  president  of  the  board  of 
inspection  and  survev,  the  engineer  officer  of  the  board  of  inspection 
and  survey,  a  rear-aamiral  in  the  navy  who  was  a  specialist  in  torpe- 
does, a  captain  in  the  navv  who  was  also  a  member  of  the  general 
board,  and  until  his  death  in  the  sprin£r  of  1909,  was  under  the 
presidency  of  Admiral  Converse,  one  of  the  most  distinguished  offi- 
cers we  have  ever  had.  The  vacancy  created  by  Admiral  Converse's 
death  had  not  been  filled  at  the  time  of  the  dissolution  of  the  board. 

The  Chaibman.  When  was  it  abolished — this  board? 

Admiral  Capps.  Shortly  after  December  1,  1909. 

The  Chaibman.  What  nas  taken  its  place,  if  anything,  at  the  pres- 
ent time? 

Admiral  Capps.  So  far  as  I  am  aware,  some  of  the  former  duties  of 
the  board  on  construction  are  performed  by  the  aid  for  materiel  and 
his  assistants;  the  duties  connected  with  designing  work,  which  for- 
merly would  have  gone  to  the  board  of  construction,  would  now  go  to 
the  aid  for  operations  and  the  general  board.  Tne  board  on  con- 
struction, as  originally  constituted,  was  a  clearing  house  for  all  ques- 
tions of  design  and  questions  in  controversy  between  the  various 
bureaus.  Its  personnel  was  of  a  character  to  readily  and  easily  dis- 
pose of  such  questions,  and  for  several  years  past,  so  far  as  my  knowl- 
edge goes,  there  were  extremely  few  dissentmg  opinions. 

Mr.  BuTLEB.  Why  was  it  abolished?  Do  you  know  the  object  of 
discontinuing  it — the  board  on  construction? 

Admiral  Capps.  That  is  a  question  I  am  unable  to  answer. 

Mr.  BuTLEB,  Where  are  the  duties  of  this  board  now  to  be  found? 

Admiral  Capps.  So  far  as  I  am  aware,  with  the  aid  for  material 
and  his  assistants,  and  aid  for  operations  and  the  General  Board. 

Mr.  LouDENSLAOEB.  Were  the  duties  of  some  of  the^  members  of 
that  former  board  on  construction,  on  other  lines  of  their  work,  such 
as  to  prevent  them  from  giving  as  much  time  as  should  be  given  to 
the  study  of  the  questions  that  came  before  the  board? 

Admiral  Capps.  I  do  not  believe  I  am  overstating  the  case  when  I 
say  that  tixe  chief  constructor  had  quite  as  much  work  as  any  other 
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officer  on  that  board,  and  during  the  six  years  that  I  have  been 
chief  constructor  I  have  never  been  so  crowded  with  work  that  I 
could  not  attend  any  meeting  of  the  board  and  give  to  its  dehbera- 
tions  all  the  time  necessary. 

Air.  LouDENSLAGER.  Well,  I  have  heard  the  complaint  made  by 
some  of  those  having  business  with  the  department,  that  when 
changes  were  suggested  by  the  department  (I  presume  through  the 
board  of  construction),  in  the  building  of  some  of  the  vesseG,  and 
a  request  made  for  a  statement  of  the  additional  cost,  if  any,  it 
would  take,  in  some  instances,  at  least  six  months  after  the  reply 
had  been  sent  to  the  board  of  construction  before  that  board  was 
able  to  give  the  parties  an  affirmative  reply  that  they  could  go  on 
with  the  work. 

Admiral  Capps.  I  would  have  to  have  a  specific  instance  to  answer 
that  question;  I  do  not  recall  any  such  instance. 

Mr.  Lom)ENSLAGER.  Have  there  be«n  any  such  delays  of  one  or 
two  or  three  months  in  matters  of  that  kind  as  you  recall? 

Admiral  Capps.  Are  you  referring  to  some  question  in  connection 
with  contract  work,  and  so  forth? 

Mr.  LoUDENSLAGER.    YcS. 

Admiral  Capps.  I  recall  no  such  delay  in  connection  with  contract 
work  due  solely  to  the  board  of  construction. 

Mr.  Dawson.  I  would  Uke  to  have  cleared  ud  in  my  mind  the  re- 
lations between  the  navy-yard  management  ana  the  bureau  manage- 
ment in  the  Navy  Department,  as  is  sho^^Ti  by  the  three  different 
plans  that  have  been  in  operation  in  the  navy-yards  during  as  many 
years.  I  think  the  committee  all  understand  that  prior  to  the  in- 
stallation of  the  Newberrv  plan  each  bureau  in  the  department  had 
its  own  shops  in  the  yards;  now,  as  I  understand,  under  the  Meyer 

Slan,  the  bureau  management  in  the  department  has  been  absolutely 
ivorced  from  the  management  of  these  vards,  and  the  yard  manage- 
ment has  been  placed  under  the  one  office.  Now,  it  is  not  entirely 
clear  in  my  mind  what  the  relation  between  the  bureaus  in  the  de- 
partment and  the  other  work  in  the  yards  was  under  the  Newberry 
plan.     Can  you  clear  that  upl 

Admiral  Capps.  Under  the  Newberry  plan? 

Mr.  Dawson.  Yes. 

Admiral  Capps.  Under  the  Newberry  plan  the  commandant  was 
gven  absolute  control  of  every  activity  in  the  yard;  the  bureaus  in 
Washington  which  had  work  under  their  cognizance  to  be  done  issued 
their  orders  directly  to  the  commandant,  who  carried  them  out  and 
was  held  responsible  for  their  being  carried  out.  The  bureau  in 
Wasliington,  under  that  plan,  would  not  interfere  in  details  of  yard 
management,  except  by  going  through  the  commandant;  the  regu- 
lations permitted  perfunctory  orders  and  orders  in  extension  of  those 
already  given  to  go  straiulit  to  the  manager,  but  wherever  there  was 
any  doubt,  the  orders  in  the  Bureau  of  Construction  were  to  send  all 
such  communications  direct  to  the  commandant. 

Mr.  Padgett.  How  does  it  go  under  the  proposed  reorganization? 

Mr.  Dawson.  Alongside  of  that  give  us  the  processes  which  are 
necessary  under  the  present  plan. 

Admiral  Capps.  I  nave  seen  the  testimony  of  some  other  officers, 
and  I  draw  the  inference  that  some  of  them  regard  themselves  as 
without  any  authority  whatever.     In  my  judgment,  the  meaning  of 
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the  present  regulations  is  perfectly  explicit,  and  a  chief  of  a  bureau, 
so  far  as  concerns  the  work  under  his  cognizance,  issues  his  instruc- 
tions, just  as  before,  to  the  commandant  of  the  yard,  and  holds  the 
commandant  directly  responsible  for  their  proper  execution. 

Mr.  Padgett.  So  there  is  no  change  of  the  plan  in  that  particular? 

Admiral  Capps.  Not  in  its  practical  workings,  so  far  as  1  am  aware 
and  so  far  as  the  strict  interpretation  of  the  regulations  indicates. 
The  general  management  of  tne  vard,  the  upkeep  of  the  plant,  and 
so  forth,  is  taken  away,  under  this  new  scheme,  from  the  bureaus 
and  placed  under  the  Secretary's  office.  What  particular  method  of 
admmistration  there  will  be  I  do  not  know;  that  has  not  developed 
yet.  Under  the  Newberry  plan,  the  maintenance  of  machinery  plants 
and  pubUc  works  was  under  the  Bureau  of  Construction.  There 
must  be,  in  my  judgment,  some  central  technical  authority  in  Wash- 
ington to  govern  those  matters,  in  order  to  avoid  a  decrease  in 
efnciency. 

Mr.  rADOETT.  The  orders  for  upkeep  and  maintenance  of  the 
plant,  are  they  issued  from  the  Secretary's  office  direct  to  the  yards 
or  through  the  bureaus? 

Admiral  Capps.  Well,  that  I  am  imable  to  state,  because  no  such 
case  has  come  to  my  notice.  The  responsibiUty  is  removed  from  the 
Bureau  of  Constmction;  whether  it  has  been  exercised  anywhere  else 
I  have  no  means  of  knowing. 

Mr.  Dawson.  Is  the  transfer  of  this  additional  responsibiUty  to 
the  Secretary's  office  likely  to  impose  additional  duties  on  these  ifour 
aids  of  the  Secretary  in  that  connection? 

Admiral  Capps.  That  I  can  simply  surmise;  somebody  will  prob- 
ably have  to  do  it. 

Mr.  LouDENSLAGER.  No  ordcrs  having  been  issued,  you  can  not 
tell  what  will  be  the  result? 

Admiral  Capps.  No. 

Mr.  Padgett.  Will  you  please  inform  the  conmiittee  as  to  the 
method  of  holding  general  surveys  and  preparing  estimates  for  work 
on  vessels  about  to  undergo  extensive  overhauling,  and  also  the 
subsequent  action  thereon  in  the  Navy  Department? 

Admiral  Capps.  When  a  ship  is  due  for  general  overhauling,  reports 
are  submitted  by  the  conunanding  officer  covering  work  in  various 
departments  •  those  reports  are  forwarded  to  the  commandant  of  the 
yard  at  whicn  the  vessel  is  to  be  overhauled  and  to  the  Navy  Depart- 
ment. 

Mr.  Thomas.  This  is  imder  the  present  scheme  ? 

Admiral  Capps.  This  general  scneme  has  been  in  vogue  for  many 
years.  Under  previous  and  present  regulations  a  general  board  of 
survey  is  ordered,  composed  of  the  members  of  the  ooard  of  inspec- 
tion and  survey  at  Wasnington  and  the  heads  of  the  principal  depart- 
ments at  the  navy-yards,  and  that  board  goes  over  these  various 
recommendations  and  prepares  a  digest  of  the  ones  that  should  be 
carried  out  and  the  ones  that  should  not  be.  The  members  of  that 
board  who  are  attached  to  the  navy-yards  then  prepare,  with  the 
assistance  of  their  subordinates  and  foremen,  estimates  as  to  the  cost 
of  doing  these  various  items  of  work.  Those  estimates  are  then 
returned  to  the  main  board  in  Washington,  and  the  estimates  are 
then  forwarded  to  the  bureaus  concerned,  and  further  modifications 
or  eliminations  are  suggested;  the  estimates  are  then  forwarded  to 

Digitized  by  LjOOQ  IC 


466        nopofiso)  bsoboaitizatiok  op  ifavy  depabtmbkt. 

the  Secretary  of  the  Navy  with  the  bureau's  recommendations  for 
final  action.  When  the  board  on  construction  was  in  existence  they 
were  sent  to  that  board  for  final  adjudication;  under  present  condi- 
tions I  believe  they  are  passed  upon  by  the  aide  for  materiel;  although 
such  final  action  as  is  taken  is  of  course  taken  by  the  Secretary  him- 
self over  his  signature.  In  this  process  of  making  estimates,  recom- 
mendations, and  so  forth,  many  changes  are  made,  and  it  not  infre- 
(juently  has  happened,  so  far  as  the  work  of  the  Bureau  of  Construo- 
tion  is  concerned,  that  original  estimates  have  been  very  materially 
reduced,  and  items  of  work  have  been  eliminated  before  transmitting 
the  surveys  to  the  department  for  its  action.  In  my  hearing  before 
the  committee  this  year  a  long  Ust  of  such  items  was  submitted,  ft^'o- 
gating,  as  I  recall  it,  nearlv  three-quarters  of  a  million  dollars.  This 
shows  the  very  considerable  detail  tliat  is  gone  into  by  all  officials 
oonc>emed  to  tiring  these  changes  and  repairs  within  the  limits  of  the 
necessities  of  the  case.  There  is  always  a  tendency  to  make  changes 
wWch  are  not  absolutely  necessary;  those  changes,  as  a  rule,  are 
recommended  not  at  the  vard  but  by  the  officers  afloat.  Here  is  a 
single  survey  on  a  battle  snip,  so  that  you  can  judge  of  the  very  con- 
siderable volume;  the  package  of  papers  to  wnich  I  refer  relates  to 
the  general  survey  of  tne  Amine,  and  there  are  about  100  pages  of 
typewritten  matter. 

Mr.  Padgett.  Admiral,  heretofore  we  have  had  various  estimates 
submitted  to  us  for  large  repairs,  and  it  after^'^ards  developed  that 
those  estimates  had  been  sent  down  to  the  committee  without  there 
having  been  any  survev  or  inspection  of  that  particular  ship  at  all. 
For  instance,  I  think  for  the  Alabama,  or  the  lUinoiSf  perhaps,  we 
made  an  authorization  for  repairs  out  of  appropriations  of  lump 
sums,  and  the  ships  were  sent  around;  and  tnen  there  was  another 
one  tnat  we  authorized  repairs  on;  sixty  or  seventy  thousand  dollars, 
and  I  noticed  in  the  papers  this  last  summer  that  they  had  put  it  up 
as  a  target  and  shot  it  up;  did  not  repair  it  at  all.  I  would  like  to 
know  about  submitting  estimates  in  that  way;  why  they  do  not  make 
an  inspection  or  estimate  of  the  particular  ship  and  its  condition 
before  they  send  estimates  to  the  committee?  Those  estimates  were 
from  various  bureaus,  of  course. 

Admiral  Capps.  The  method  of  submitting  estimates  of  that  char- 
acter, Mr.  Padgett,  is  as  follows:  The  estimates  submitted  this  year 
are  for  the  fiscal  year  1911 ;  thev  were  prepared  in  the  spring  of  1909. 
and  had  to  be  in  order  to  conform  to  the  provisions  of  the  act  or 
Congress.  In  many  cases  the  vessels  covered  by  these  estimates  were 
not  even  in  home  waters.  Some  of  them  were  sister  vessels  of  other 
vessels  that  had  been  overhauled  and  there  were  reports  on  file  indi- 
cating the  general  character  and  cost  of  the  overnauling  that  had 
been  ordered  in  similar  cases,  such  as  cost  of  new  boilers,  whether  new 
boilers  were  required,  the  general  condition  of  the  machinery,  the 
condition  of  the  hull,  and  the  military  changes  that  would  be  ex- 
pected; all  of  those  matters  would  be  gone  into  in  the  fight  of  actual 
experience  on  similar  vo^ssels  in  the  very  recent  past,  and  the  approxi- 
mate estimates  would  be  made  up :  but  these  vessels  were  not  available 
for  immediate  naval  inspection  in  detail,  and  exact  estimates  could 
not  be  made  thereon.  Now,  the  money  which  in  the  spring  of  1909 
was  estimated  as  necessary  for  the  repair  of  those  vessels  would  not 
be  actually  available  until  July,  1910,  and  the  vessel  itself  might  not 

Digitized  by  VjOOQ  IC 


PBDFOBEBD  BEGBOlKIZATIOir  OF  KAVY  IflfiPABTMEKT.  467 

be  available  then;  now,  these  estimates  that  are  sent  to  the  committee 
to  cover  such  repairs  are  not  amounts  that  are  appropriated,  they  are 
merely  authorizations  for  expenditures  out  of  the  current  appropria- 
tions of  the  bureaus  concerned  for  that  year,  and  impose  a  direct 
limitation  on  such  expenditures.  Before  any  work  is  undertaken  on 
those  ships,  however,  under  those  authorizations,  a  complete  and  very 
exhaustive  survey  is  conducted,  and  that  survey  must  be  within  the 
limit  fixed  by  Con|9^ess,  and  if  it  is  not,  the  work  must  be  curtailed 
or  stopped  and  Congress  appealed  to  again.  The  amount  has  been 
exceeaed  in  one  or  two  instances,  but  every  possible  care  is  taken. 

Mr.  Padgett.  Have  you  in  mind  the  case  of  the  Maine? 

Admiral  Capps.  Yes;  that  was  one,  and  was  caused  by  the  estimate 
of  one  bureau  being  left  out.  The  case  that  you  referred  to,  of  a 
ship  being  used  as  a  target,  I  presume  was  the  case  of  a  torpedo  boat 
on  which  none  of  that  money  was  spent.  Prior  to  the  refitting  of 
this  torperdo  boat  it  was  determined,  in  view  of  the  probable  obso- 
lescence of  that  type  of  boat  in  a  few  years,  that  it  would  be  more 
Iirofitable  to  use  it  as  a  target  than  to  spend  many  thousands  of  dol- 
ars  in  building  a  suitable  target. 

Mr.  Padgett.  I  would  be  glad  if  you  would  give  us  your  views  as  to 
the  desirability,  and  also  the  practicability,  of  doing  the  repair  work, 
the  large  repair  work  especially,  by  contract  with  private  concerns 
instead  of  m  the  navy-yards. 

Admiral  Capps.  I  believe,  sir,  that  all  of  the  work  performed  in  the 
navy-yards,  the  large  repair  work,  ought  to  be  perrormed  with  the 

Ereatest  efficiency.  In  the  first  place,  to  attempt  to  place  such  work 
y  contract  would  mean  the  preparation  of  specifications  in  the 
greatest  detail  in  order  that  prospective  bidders  might  have  before 
them  full  data  and  be  in  a  position  to  bid  on  exactly  even  terms.  In 
other  words,  you  could  not  make  merely  general  specifications,  since 
there  would  then  be  the  greatest  difficulty  in  interpreting  the  con- 
tract. The  contractor  would  insist  he  did  not  agree  to  do  so  much 
work,  and  the  Government  would  probably  insist  that  he  did  agree 
to  do  that  much  work,  and  there  would  be  much  dispute  as  to  the 
proper  interpretation  of  the  contract.  Work  of  that  kind  is  more 
or  less  of  an  indeterminate  nature,  and  often  in  the  course  of  repairs, 
changes,  frequently  of  a  very  imperative  character,  are  found  to  be 
necessary,  either  because  they  could  not  have  been  foreseen  or 
because  the  development  of  military  material  in  the  interval  has 
rendered  such  changes  necessary.  For  all  of  those  reasons  large 
repair  work,  in  my  judgment,  can  be  much  better  performed  at  navy- 
yards  than  by  private  contractors. 

Mr.  Padgett.  Do  you  mean  that  in  imcovering  one  defect  you  dis- 
cover another? 

Admiral  Capps.  Not  necessarily. 

Mr.  Padgett.  However,  ,it  might  be  that  in  uncovering  one  defect 
you  might  discover  one  that  was  not  in  the  specifications? 

Admiral  Capps.  Exactly.  Now,  we  have  the  experience  of  the 
largest  navy  in  the  world — a  very  recent  experience.  Five  or  six 
years  ago  there  was  considerable  congestion  m  repair  work  in  the 
British  dockyards;  they  had  a  great  deal  of  new  work  and  were  not 
able  to  expeditiously  take  care  of  the  overhauling  work,  and  some  of 
this  overhauling  work  was  given  out  under  contract.  I  have  excellent 
reasons  for  beUeving  that  the  method  did  not  work  satisfactorily,  and 
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in  support  of  this  belief,  and  quite  apart  from  any  private  information 
I  may  have,  I  may  cite  a  statement  taken  from  the  official  British 
navy  estimates.  In  the  fiscal  year  1903-4  they  allotted  £722,000,  in 
round  figures,  for  repair  work  by  contract;  in  succeeding  years  this 
amount  steadilv  diminished,  and  in  the  estimates  for  1909-10  the 
amount  was  only  £90,000. 

Here  is  a  memorandum  prepared  by  the  British  Admiralty  and 
submitted  in  their  printed  statement,  explanatory  of  the  British  naval 
estimate  for  1905: 

The  policy  of  sendini?  ships  to  the  private  yards  has  fulfilled  its  object,  and  the 
arrears  in  the  repair?  of  the  Heet  have  boon  mastered  and  are  a  thing;  of  the  past.  It  is 
not,  therefore,  neropsary  to  provide  next  year  for  the  repairs  of  any  ships  at  the  private 
yards,  and  henceforth  it  should  be  borne  in  mind  that  the  first  business  of  the  royal 
dockyards  is  to  keep  the  fleet  in  repair,  and  accordingly  the  amount  of  new  construc- 
tion allotted  to  those  dockyards  should  be  subordinated  to  this  main  consideration. 
We  have  now  in  the  United  Kini^dom  a  splendid  national  asset  in  the  numerous  private 
yards,  and  experience  has  shown  that,  whereas  new  construction  can  certainly  be  aa 
cheaply  executed  in  them  as  in  the  royal  dockyards,  all  repairs  are  more  economically 
effected  in  the  royal  than  in  the  private  dockyards. 

Mr.  Padgett.  Then,  summing  up  the  whole  matter,  I  understand 
you  that  it  is  not  a  practicable  proposition,  the  repairing  of  ships  by 
private  contract,  but  that  for  new  construction  it  Ib  an  economical 
proposition? 

Admiral  Capps.  Entirely  so  for  new  construction.  Our  experience 
has  shown  that  it  is  much  more  economical;  the  difficulties  m  doing 
the  repair  work  by  contract  I  have  just  enumerated. 

Mr.  Loud.  Will  you  please  j^i ve  the  committee,  now  (or  prepare  them 
and  attach  them  to  vour  hearing),  the  service  records  of  the  com- 
mandants, captains  of  the  yards,  and  managers  of  the  principal  navy- 
yards  under  the  Newberry  system,  and  the  service  records  of  the 
commandants,  captains  of  yards,  senior  naval  constructors,  and 
senior  engineer  officers  of  the  same  yards  on  January  1,  1910;  also 
the  service  records  of  the  members  of  the  Swift  Board. 

Admiral  Capps.  I  have  with  me  the  full  service  records  of  all  the 
constructors;  I  will  obtain  the  service  records  of  the  other  officials 
named,  at  the  request  of  the  committee,  and  append  them  to  the 
hearings.  I  may  state  with  reference  to  service  records  of  the  mana- 
gers, that  the  manager  at  the  navy-yard,  Portsmouth,  N.  H.,  had 
eighteen  years  and  nine  months'  experience  on  duty  at  navy-yards, 
private  sliipyanls,  and  inspection  duty;  the  naval  constructor  and 
manager  at^  the  navy-yard,  Boston,  had  fourteen  years  and  six 
months  of  duty  at  navy-yards,  private  shipyards,  and  inspection 
duty;  the  naval  constructor  and  manager  at  the  navy-yard,  New 
York,  had  nineteen  years  and  four  montlis  of  similar  duty;  the  naval 
constructor  manager  at  League  Island  had  nineteen  years  and  seven 
months  of  such  duty;  the  naval  constructor  manager  at  the  navy- 
yard,  Norfolk,  had  fifteen  years  and  seven  months  of  duty  at  navy- 
yards,  private  shipyards,  and  inspection  duty;  the  naval  constructor 
manager  at  the  Mare  Island  yard  had  twelve  years  and  eight  months 
of  such  duty;  the  naval  constructor  manager  at  the  navy-yard, 
Puget  Sound,  had  twelve  years  and  five  months  of  such  duty.  (See 
Appendix  No.  11  for  records  of  naval  constructors.  Records  of 
otner  olficers  will  be  supplied  through  the  Bureau  of  Navigation.) 

Mr.  Padgett.  I  would  like  to  ask  the  Admiral  tliis  question:  We 
have;  of  necessity,  a  military  phase  and  condition  in  the  navy-yards; 
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we  also  have  an  industrial  condition  and  phase  in  the  navy-yards, 
and  there  are  certain  benefits  to  accrue  from  both;  in  other  words, 
I  want  to  ask  if  you  have  an  idea  or  can  offer  to  the  committee  a 
suggestion  of  adaptation  of  the  two  so  as  to  reach  a  medium  or  ad- 
justment between  the  preservation  of  the  mihtary,  in  its  liighest 
efliciency  in  the  yards,  and  the  accomphshment  of  the  mechanical  or 
industrial  in  the  yards,  in  its  liighest  efliciency.  Now,  if  you  can 
submit  to  the  committee,  with  your  hearings,  your  ideas  of  the  dif- 
ferent dealinujs  of  those  two  together  in  tlie  organization  of  the  yards 
I  would  be  glad  to  have  you  do  so. 

Chief  Constructor  Capps.  In  compliance  with  the  committee's 
request  as  formulated  in  the  question  presented  by  Mr.  Padgett,  I 
beg  to  submit,  in  brief,  the  following  suggestions  as  to  the  most 
satisfactory  method  of  reaching  a  "  medium  for  adjustment  between 
the  preservation  of  the  military  in  its  highest  efficiency  in  the  3^ards, 
and  the  accomplishment  of  the  mechanical  or  industrial  in  the  yards 
in  its  highest  efficiency."  The  answer  to  Mr.  Padgett's  question  has, 
in  effect,  been  already  stated  in  various  documents  and  testimony 
submitted  to  the  committee.  But  inasmuch  as  this  data  is  very  much 
scattered  throughout  the  hearings,  it  may  be  of  assistance  to  the  com- 
mittee to  have  it  presented  in  a  concrete  form. 

In  the  first  place,  I  am  of  the  opinion  that  the  immediate  control  of 
the  industrial  activities  of  navy-yards  by  techni'-al  officers  should  not, 
in  any  sense,  militate  against  the  effective  military  control  of  the  yard, 
in  all  its  various  activities,  by  the  commandant  and  those  who  succeed 
to  the  commandant's  duties  in  his  absence.  There  should  be,  of  course, 
a  line  officer  of  high  rank  as  commandant.  It  is  also  desirable  that 
there  should  be  another  line  officer  of  high  rank  second  in  command, 
whose  duties  would  be,  in  general,  those  heretofore  performed  by  the 
captain  of  the  yard  and  who  would  succeed  to  the  chief  command  in 
the  absence  of  the  commandant. 

It  is  believed,  however,  that  the  industrial  operations  of  the  yard 
should  be  under  the  immediate  control  of  officers  who  have  spoiialized 
in  such  work,  particularly  as  regards  work  affecting  the  coii>ti'u(tion 
and  repair  and  outfitting  of  ships;  and  in  this  connection,  attention  is 
invited  to  the  general  principles  enunciated  by  Mr.  Secretary  Chand- 
ler in  December,  1884,  and  by  Mr.  Secretary  Newberry  in  1909.  It  is 
also  believed  that  there  should  be  no  legal  restriction  preventing  any 
officer  of  the  navy  from  serving  at  a  navy  yard  in  such  capacity  as 
his  training  and  experience  would  indicate  to  be  for  the  best  interests 
of  the  public  service,  and  that  line  and  staff  officers  should  serve 
together  in  the  industrial  departments  at  navy-yards  without  regard 
to  corps,  their  designation  for  such  dut\'  being  governed  solely  by  the 
needs  of  their  service  and  their  aptitude  for  such  work,  giving  due 
regard  to  the  military  restrictions  which  make  it  undesirable  to  direct 
an  officer  to  serve  under  his  junior  in  rank. 

It  is  believed  that  the  assignment  of  officers  to  dut}-  in  the  manner 
just  indicated,  and  the  estal)lishment  of  a  single  corps  of  hull  and 
engine  designers,  as  unanimously  rex^^onnnended  by  the  personnel 
board  of  November,  1906  (see  Appendix  F  of  Appendix  No.  1  of 
these  hearings),  will  result  in  eliminating  unnecessary  friction,  pro- 
mote efficiency,  and  make  effective  in  the  most  practical  manner 


Digitized  by  VjOOQ  IC 


460     PB0P08ED  REOEGAinZATrON  OF  NAVY  DEPABTMENT. 

recent  changes  having  in  view  the  division  of  the  mechanical  activities 
of  navy-vards  into  two  principal  divisions — hull  and  machinery. 

Enov7 ledge  of  conditions  in  civil  life,  and  actual  experience  in  the 
naval  service,  compel  me  to  believe  that  central  technical  control  of  the 
industrial  activities  at  navy-yards  is  imperative  in  order  to  obtain  the 
highest  efficiency  and  greatest  economy.  Such  central  technical  con- 
trol should,  of  course,  be  subordinate  to  the  commandant,  but  the  com- 
mandant, in  view  of  the  many  demands  upon  his  time,  due  to  his  offi- 
cial position  and  the  varied  activities  under  his  direction,  must  neces- 
sarily leave  to  the  technical  manager  the  immediate  direction  and 
control  of  all  industrial  work  relating  to  the  construction  and  repair 
and  outfitting  of  vessels.  It  is  also  believed  to  be  advisable,  in  the 
interest  of  economv,  that  all  mechanical  work  of  whatever  nature  in 
navy -yards  should  be  performed  under  the  direction  of  the  manager, 
and  t&at  there  should  be  one  labor  roll. 

It  is  also  believed,  however,  that,  under  the  commandant,  the  civil 
engineer  should  have  general  control  of  the  construction  and  larg^e 
repair  of  public  works,  but  that  when  completed  they  should  be 
turned  over  to  the  mana^r's  department  for  operation.  This  instance 
is  paralleled  by  the  building  and  equipping  of  ships  by  shipbuilders, 
and  their  subseqiiont  transfer  to  seamen  for  operation. 

For  the  convenience  of  the  committee,  I  ^ive  below  a  few  extracts 
from  official  reports  alluded  to  in  the  foregoing  statement: 

Quotation  from  report  of  Mr.  Secretary  Chandler  of  December  i, 

188J^ 

[Page  61  of  DepATtment  publicfttlon,] 

As  a  partial  remedy  for  the  evil  above  described  it  is  recommended 
that  there  shall  be  three  oliicers,  to  be  known  as  supervising  naval 
constructors,  to  be  appointed  by  the  President,  by  and  with  the 
advice  and  consent  of  the  Senate,  either  from  civil  life  or  from 
the  officers  of  the  navy,  to  hold  their  offices  until  successors  are 
appointed,  and  if  appointed  from  the  navy,  to  have  the  relative  rank 
of  captain  during  their  period  of  office.  The  supervising  naval  con- 
structor so  appointed  should  have  direct  charge  of  all  work  now  fall- 
ing under  the  head  of  construction,  steam  engineering,  and  equipment, 
at  the  three  naval  workshops,  under  the  supervision  of  the  chief  of  the 
Bureau  of  Naval  Construction,  by  whom  they  could  and  should  be 
held  to  a  rigid  accountability  for  all  work  carried  on  at  their  establish- 
ments, while  the  chief  of  the  bureau  would  be  subject  to  an  equally 
rigid  accountability  for  all  their  doings. 

This  reform  is  believed  to  be  practicable  and  necessary.  If  the  force 
of  accumulated  traditions  and  the  excessive  conservatism  of  the  service 
prevent  its  adoption,  it  would  be  better  to  discontinue  our  3'ards  for 
all  working  purposes  and  not  only  build  but  repair  our  vessels  and 
engines  by  contract. 
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Quota^iofifrom  report  of  hoard  convened  hy  Mr.  Secretary  Bonapartey 
under  date  of  August  16^  1906. 

flee  Appendix  F  of  Appendix  No.  1  of  theee  hearlngB.] 
NAYAL  OONSTBUOTOBS. 

1.  With  a  view  to  the  future  establishment  of  a  single  corps  charged 
with  shix)  desigpfi  and  construction  and  machinery  design  and  constrnc- 
tioo,  including  electric  plant  and  installation,  tne  board  recommends 
that  gradual  increase  of  the  present  corps  of  naval  constructors,  pro- 
ceeding as  specified  in  paragraph  4  below,  the  distribution  in  grades 
to  be  as  specified  in  paragraph  6.  The  increase  should  be  accomplished 
as  specified  in  paragraph  4  and  5.  Officers  so  appointed  should  be  given 
such  special  course  of  instruction  and  such  duty — both  under  theBureau 
of  Construction  and  Repair  and  under  the  Bureau  of  Steam  Engineer- 
ing— as  shall  best  equip  them  for  their  duties;  and  also  such  nmited 
sea  service  from  time  to  time  as  will  keep  them  in  touch  with  the  needs 
of  the  service  afloat  The  minimum  amount  of  sea  service  of  officers 
so  appointed  should  be  two  years  while  in  the  grade  of  assistant  naval 
constructors,  and  two  years  while  in  the  grade  of  naval  constructor, 
the  latter  before  promotion  to  the  rank  of  captain.  Of  the  officers  at 
present  constituting  the  Corps  of  Naval  Constructors,  assistant  naval 
constructors  should  be  obliged  to  have  a  total  of  two  years  of  sea 
service  before  promotion  to  rank  of  captain.  No  sea  service  require- 
ment should  be  exacted  of  naval  constrictors  of  full  grade  now  borne 
on  the  list,  although  the  board  is  of  the  opinion  that  a  limited  amount 
of  sea  service  penormed  by  these  officers,  whenever  their  services 
can  be  spared  from  necessary  work  on  shore,  would  enhance  their 
efficiency. 

2.  Officers  appointed  as  above  should,  until  the  disappearance  from 
the  active  list  of  line  officers  for  engineering  duty  only,  and  the  ulti- 
mate combination  of  the  Bureaus  of  Construction  and  Repair  and  of 
Steam  Engineering,  have  the  titles  of  naval  constructor  and  assistant 
naval  constructor,  and  the  Bureaus  of  Construction  and  Repair  and  of 
Steam  Engineering  should  likewise  retain  their  present  names,  the 
division  of  work  and  of  responsibility  remaining  the  same. 

3.  The  status  and  duties  of  line  officers  at  present  borne  on  the  list 
for  engineering  duty  only  should  remain  as  at  present,  but,  with  their 
disappearance  from  the  active  list,  they,  as  well  as  the  present  naval 
constructors,  are  to  be  succeeded  by  one  body  of  technical  officers  for 
the  combined  duty  of  hull  design  and  construction  and  of  naval  engi- 
neering. The  title  of  these  officers  should  then  be  appropriately 
chang^  to  naval  engineers  and  assistant  naval  engineers  and  the  name 
of  the  consolidated  bureau  to  the  Bureau  of  Naval  Engineering. 

Exitract  from  minority  report  of  a  board  maki/ng  recommendations 
regarding  revision  ojthe  United  States  Navy  Regulations. 

[Pftge  68  of  Navy  Department  publication.] 

If  the  principal  reason  for  the  recommendation  contained  in  para- 
graph 7  is  to  give  effect  to  a  certain  arbitrary  interpretation  of  s1»,tute 
law,  then  it  would  seem  desirable  that  suitable  representation  be  made 
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to  Confess  in  order  that  the  law  may  be  amended  so  as  to  make  such 
an  interpretation  impossible. 

The  attitude  of  the  naval  committees  of  the  House  and  Senate  with 
respect  to  consolidation  and  the  introduc^tion  of  the  most  economical 
and  efficient  sj^stem  of  management  in  navy- yards  is  amply  set  forth 
in  various  hearings  before  those  committees  during  the  last  session  of 
Congress,  also  during  certain  previous  hearings  with  respect  to  the 
same  subject-matter,  and  it  is  not  believed  that  they  would  sanction 
such  an  interpretation  of  the  law  as  that  implied  by  the  majority  in 
its  report. 

The  statute  law  referred  to  in  paragraph  7  is  one  which  prohibited 
staff  officers  who  had  been  given  po.sitive  rank  from  exercising  com- 
mand in  other  statf  corps  or  in  the  line.  This  provision  of  law  is 
believed  to  have  been  intended  to  fix  military  succession  to  command 
and  in  no  sense  to  affect  technical  work  at  dockyards.  As  has  been  pre- 
viously stated,  the  management  of  the  mechanical  departments  at 
navy-j'ards  is  administrative  and  technical  work,  and  the  over- 
whelming majority  of  subordinates  and  employees  involved  therein  are 
civilian  and  not  in  any  wa}'  a  part  of  the  military^  establishment.  A 
mechanical  department  of  a  navy-vard  has  not  hitherto  been  construed 
by  the  Navy  Department  as  a  military  command.  The  senior  officer 
in  such  a  department  has  always  been  the  head  thereof  by  virtue  of 
seniority,  just  as  the  senior  officer  of  a  board  presides  over  its  deliber- 
ations by  virtue  of  his  seniority.  Line  and  staff  officers  serving  in 
such  a  mechanical  department  must  unquestionably  be  subject  to 
the  control  of  the  head  of  the  department,  but  the  head  of  the  depart 
ment  need  not  now  and  has  not  in  the  past  exercised  any  of  the  usual 
prerogatives  of  military  command,  such  as  authority  to  order  arrest, 
confinement,  suspension  from  duty,  etc.  As  a  matter  of  fact,  the 
''  supervision  ana  direction  of  the  naval  constructor  "  while  serving  as 
manager  of  the  manufacturing  department  is  definitely  stated  by  Mr. 
Secretary  Newberry  in  his  communication  of  January  29,  1909,  as 
''not  to  be  construed  as  an  exercise  of  military  command,  but  as 
administrative  control  necessary  for  the  prosecution  of  the  manufac- 
turing work  of  the  yard." 

As  a  matter  of  fact,  several  commissioned  officers  of  the  navy  other 
than  naval  constructors  have  been  assigned  to  duty  in  the  manufactur- 
ing department— some  at  their  own  request,  none  against  their  will; 
and  it  is  believed  that  a  greater  number  would  have  applied  for  such 
duty  or  would  not  have  objected  to  such  an  assignment  if  the  attitude 
of  some  of  those  in  authority  had  been  more  sympathetic  in  its  rela- 
tion to  the  general  scheme  of  reorganization  formulated  by  the  Sec- 
retary of  the  Navy  with  the  approval  of  the  President  of  tne  United 
States. 

Appendixes  attached  to  hearing  of  Chief  Constructor  W.  L.  Capps^  U.  S.  Navy^  January 

26  and  27,  1910. 

Appendix  No.  i.— Report  of  chief  constructor,  dated  December  31, 1909,  in  relation 
to  transfer  of  steam  and  other  auxiliaries  from  the  Bureau  of  Construction  and  Repair 
to  the  Bureau  of  Steam  Engineering,  and  other  redistribution  of  duties  in  the  Navy 
Department.    This  report  has  the  following  appendixes: 

Appendix  A. — Description  of  post-graduate  training  of  graduates  of  the  Naval 
Acaaemy  selected  for  assignment  to  the  Construction  Corps  of  lie  Navy.  Also 
brief  allusion  to  method  of  training  officers  for  similar  duty  m  the  British,  French, 
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German,  and  Italian  navies.  Also  brief  history  of  training  of  engineers  in  the  United 
States  Navy. 

Appendix  B, — Course  of  training  in  naval  architecture  at  the  Masaachuaetta  Institute 
of  Technology.    Special  course  for  naval  constructors  at  the  above-noted  institution. 

Time  assigned  to  various  sub  jectsduring  the  four-years'  course  at  the  Naval  Academy. 

Time  assigned  to  various  subjects  in  the  three  yeart*'  post-graduate  course  for  naval 
constructors  at  the  Massachusetts  Institute  of  Technology. 

Time  assigned  to  various  subjects  at  Naval  Academy  during  four  years'  course  for 
naval  cadets  of  the  line  and  engineer  divisions  just  before  amalgamation  of  line  and 
engineers. 

Appendix  C. — Power  operated  auxiliary  machinery  of  1  horsepower  and  above,  out- 
side of  propelling  machinery  and  distiller  spaces  on  the  flagship  of  the  United  States 
Atlantic  Fleet. 

Appendix  D, — Copy  of  letter  of  Secretary  Ix)ng,  in  relation  to  consolidation,  under 
onenead,  of  all  mecnanical  work  under  thebureaua  of  Construction  and  Repair,  Steam 
Engineering,  and  l^quipment,  of.  September,  1899,  and  reply  thereto  of  tne  chief  of 
the  Bureau  of  Construction  and  Repair,  dated  September  17,  1899. 

Appendix  E. — Copy  of  memorandum  submitted  to  the  department  in  October  and 
November,  1909,  in  relation  to  previous  departmental  recommendations  with  respect 
to  consolidation  of  technical  work  in  the  department  and  at  navy -yards. 

Appendix  F. — Copy  of  report  of  a  board  (convened  by  Mr.  Secretary  Bonaparte)  in 
relation  to  work  of  tne  Construction  Corps  and  the  consolidation  of  technical  work  of 
the  Navy  Department  under  one  corps  and  under  one  bureau. 

Appendix  No,  t. — Letters  from  torpedo-boat  flotilla  commanders,  concerning  effi- 
ciency of  repair  work  at  the  navy-yard,  Mare  Island,  since  February  1, 1909. 

Appendix  No.  3. — Telegram  from  Rear-Admiral  T.  S.  Phelps,  U.  S.  Navy,  com- 
mandant nav^^-yard,  Mare  Island,  concerning  alleged  inefficiency  in  the  performance 
of  certain  engineering  work  while  the  naval  constructor  was  acting  as  manager  of  the 
yard.  Also  report  of  Naval  Constructor  II.  A.  Evans,  U.  S.  Navy,  on  the  same  sub- 
ject, with  commandant's  indorsement  thereon,  and  appendixes. 

Appendix  No.  4. — Letter  dated  June  11, 1909,  from  Naval  Constructor  W.  J.  Baxter, 
U.  S.  Navy,  manager  of  the  manufacturing  department,  navy-yard,  New  York,  to  the 
chief  of  the  Bureau  of  Steam  Engineering,  in  relation  to  placing  contract  for  certain 
cylinder  casings  for  the  l^  S.  S.  Florida. 

Appendix  No.  5. — Analysis  of  expenditures  on  butts  for  rifle  range,  navy-yard,  Phil- 
adelpnia,  Pa. 

Appendix  No.  6. — Statement  from  the  Bureau  of  Supplies  and  Accounts,  giving  ex- 
penditures and  indirect  charges  in  steam  enj^ineering  aepartment,  navy-yard,  Phila- 
delphia, Pa.,  for  the  months  i»f  July  and  Aui^n.-^t,  1908,  and  July  and  Ausrust,  1909. 

Appendix  No.  7. — Letter  dated  October  29,  1909,  from  the  naval  constructor,  mana- 
ger of  the  manufacturing  department,  nav^'-yard.  New  York,  to  the  commandant, 
giving  details  of  cost  of  removal  of  bulkhead  on  the  U.  S.  S.  Dolphin  and  other  work 
m  connection  therewith. 

Appendix  No.  9. — Letter  to  the  Secretary  of  the  Navy,  from  the  chief  constructor, 
dated  October  15,  1909,  giving  a  brief  statement  as  to  the  oiganization  of  the  British 
dockyards  at  Portsmouth,  Devonpurt,  and  Chatham. 

Appendix  No.  10. — Diagrams  giving  or^nization  of  the  Fore  River  Shipbuilding 
Company,  the  William  Cramp  &  Sons  Ship  and  Engine  Building  Company,  the  New 
York  Shipbuilding  Company,  and  the  Newport  News  Shipbuilding  and  Dry  Dock 
Company. 

Appendix  No.  11. — Records  of  naval  constructors  who  have  acted  as  managers  of 
manufacturing  departments. 


Appendix  No.  1. 

Navy  Department, 
Bureau  of  Construction  and  Repair, 

Washington  y  D.  C,  December  31,  1909. 
Sib:  1.  In  compliance  with  the  department's  request,  and  in  con- 
firmation and  extension  of  the  chief  constructor's  recent  oral  com- 
ment concerning  changes  in  cognizance  of  steam  and  other  auxiliaries 
and  the  transfer  of  such  auxiliaries  from  the  Bureau  of  Construction 
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and  Repair  to  the  Bureau  of  Steam  Engineering,  the  bureau  begs  to 
submit  the  following  statement: 

2.  In  the  proposed  redistribution  of  duties  among  the  bureaus  of 
the  Navy  Department  the  following  auxiliary  machinery  is  trans- 
ferred from  the  Bureau  of  Construction  and  Repair  to  the  Bureau  of 
Steam  Engineering: 

All  capetane,  windlasses,  and  steering  engines;  all  electric,  hydraulic,  pneumatic, 
and  other  power  appliances  of  whatsover  nature,  and  where  power-driving  machinery 
is  direct  connected  to  the  machine  which  it  drives,  the  entire  machine .  ^  ote  that  the 
latter  includes,  among  other  things,  certain  machinery  for  turrets,  ammunition  hoiats, 
and  ventilating  pu];po6eB,  and  motive  machinery  for  cranes  and  power  boats. 

The  complete  elimination  of  all  electric  machinery  from  the  cog- 
nizance of  the  Bureau  of  Construction  and  Repair  is  further  accen- 
tuated by  the  following  new  clause  in  the  amended  estimates  for  the 
navfid  establishment  under  the  heading  '' Construction  and  repair 
of  vessels:" 

Provided  that  no  part  of  this  sum  shall  be  expended  for  electric  or  other  power 
motors  or  machines  direct  connected  thereto — 

and  the  omission  of  the  following  clause  under  the  same  heading: 

Steam  steerers,  pneumatic  steerers,  steam  capstans,  steam  windlasses,  and  all  other 
auxiliaries. 

which  clause  has  been  carried  in  appropriation  bills  under  the  head- 
ing "Construction  and  repair  of  vessels  for  more  than  twenty  years. 
The  "amended  estimates"  also  contain  the  following  changes  under 
the  heading  "Bureau  of  Steam  Engineering:"  "Steam  and  other 
machinery  is  substituted  for  "steam  machinery/'  and  the  following 
clause  is  inserted: 

Including  all  electric  or  other  power  motors  and  machines  direct  connected  thereto. 

It  thus  appears  that  the  proposed  changes  in  appropriations,  as 
indicated  in  the  "amended  estimates"  recently  submitted  to  Con- 
gress, involve  a  redistribution  of  duties  which  not  only  transfers  to 
the  Bureau  of  Steam  Engineering  all  electrical  and  auxiliary  machin- 
ery heretofore  assigned  to  the  Bureau  of  Equipment,  but  transfers  to 
the  Biureau  of  Steam  Engineering  from  the  Bureau  of  Construction 
and  Repair  very  many  steam  and  electrical  auxiUaries  which,  for 
more  than  twenty  years  past,  have,  by  specific  authorization  of  Con- 
gress, been  xmder  the  direct  cognizance  of  the  Bureau  of  Construc- 
tion and  Repair.  Since  the  transfer  of  duties  of  this  character  from 
one  bureau  to  another  would  imply  that  the  bureau  to  which  they 
have  been  transferred  oould  more  efficiently  and  economically  handle 
the  same,  I  will,  for  the  department's  information,  review  as  briefly 
as  possible  the  conditions  under  which  certain  duties  were  originally 
assigned  to  the  Bureau  of  Construction  and  Repair,  and  the  manner 
in  which  said  duties  has  been  performed.  There  will  also  be  sub- 
mitted a  statement  of  the  character  of  the  training  and  experience 
of  the  officers  of  the  corps  of  naval  constructors  and  their  ability  to 
handle  such  work.  Allusion  will  also  be  made  to  the  method  of  train- 
ing officers  of  foreign  navies  who  are  engaged  in  similar  work.* 

3.  The  authorization  of  the  building  of  the  protected  cruisers 
Chicago,  Boston,  and  AUarUa,  and  the  gimboat  Dolphin,  which  was 
contamexi  in  the  naval  act  of  March  3,  1883,  may  be  regarded  as  the 
beginning  of  the  new  navy.    The  resumption  of  construction  work 
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in  the  navy  involved  in  the  building  of  these  steel  ships  made  it 
advisable  to  segregate  the  duties  of  the  bureaus  of  Construction  and 
Repair  and  Steam  Engineering  in  as  definite  and  logical  a  manner  as 
practicable.  Therefore,  in  1887,  when  only  two  of  the  above-noted 
vessels  were  completed.  Congress  made  definite  and  explicit  provision 
for  placing  certam  auxiliary  machinery  under  the  exclusive  control 
of  tne  Bureau  of  Construction  and  Repair.  This  authorization  was 
contained  in  the  act  of  March  3,  1887,  which,  under  the  heading 
"Construction  and  repair  of  vessels,"  had  the  following  specific 
clause: 

For  Bteam  steerers,  pneumatic  steerers,  steam  capetans,  steam  windlassee,  and  other 
steam  auxiliaries. 

While  steering  gear,  capstans,  windlasses,  etc.,  had  been  almost 
continuously  under  the  cognizance  of  the  Bureau  of  Construction 
and  Repair  from  the  earliest  days  of  the  construction  of  the  Navy, 
there  had  been  inserted  under  the  heading  ''Steam  machinery," 
for  the  four  years  immediately  preceding  1887,  a  clause  concermng 
steam  steerers,  pneumatic  steerers,  etc.,  identical  with  the  one 
above  quoted.  This  temporary  transfer  of  such  auxiliaries  to  the 
Bureau  of  Steam  Engineering  involved  a  division  of  authority,  which 
was  not  productive  of  efficiency  in  the  general  work  of  design  and 
construction  of  vessels,  and,  as  already  noted,  this  clause  was,  in 
1887,  omitted  from  the  description  of  work  imder  the  Bureau  of 
Steam  Engineering  and  inserted  in  the  description  of  work  under 
the  Bureau  of  Construction  and  Repair,  thus  returning  these  auxil- 
iaries to  the  bureau  which,  from  the  earliest  days,  had  jurisdiction 
thereof.  This  definite  assignment  by  Congress  of  certain  duties  to 
the  Bureau  of  Construction  and  Repair  fixed  responsibility  for  the 
design  and  installation  of  all  parts  of  the  mechanical  systems  in 
question,,  eliminated  conflict  as  to  jurisdiction,  and  enabled  the 
Bureau 'of  Construction  and  Repair,  which  is  responsible  in  great 
part  for  the  design  of  the  ship  as  a  whole,  to  make  provision  for 
important  auxiliaries  in  such  manner  as  would  best  satisfy  the  require- 
ments of  the  completed  sliip. 

4.  The  change  made  by  Congress  in  1887  was  not  only  adhered  to 
thereafter,  but  in  1896  the  clause  ^'and  other  steam  auxiliaries"  was 
still  further  strengthened  by  being  changed  to  **and  all  other  auxil- 
iaries," thus  including  in  the  term  ^*all  other  auxiliaries,"  not  only 
steam,  but  electric  auxiliaries  not  otherwise  specifically  provided  for. 
Since  1887  there  have  been  occasional  suggestions  that  tne  Bureau  of 
Steam  Engineering  should  have  cognizance  of  all  steam-driven 
machinery;  also  that  the  Bureau  of  Eauipment,  which  supplied  dyna- 
mos, should  have  cognizance  of  all  electrically-operated  machinery. 
Such  suggestions  have  never  met  with  the  approval  of  the  depart- 
ment, however,  and,  as  already  stated.  Congress  in  1896  definitely 
made  provision  under  the  Bureau  of  Construction  and  Repair  for  the 
jurisdiction  of  '*all  other  auxiliaries,"  and  this  phraseology  of  the 
appropriation  bill  has  remained  undisturbed  to  the  present  day.  The 
reason  for  the  assignment  of  certain  auxiliary  mechanisms  to  the 
Bureau  of  Construction  and  Repair  rather  than  to  the  Bureau  of 
Steam  Engineering  is,  in  my  opimon,  as  definite  and  lo^cal  to-day  as 
it  was  when  such  assignment  was  originally  authorized  by  Congress, 
since  it  would  seem  that  both  good  orgamzation  and  good  adminis- 
21396—10 80 
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iration  required  the  definite  and  undivided  authority  of  one  bureau 
oyer  the  hull  and  its  auxiliaries  in  order  that  the  greatest  efficiency 
might  be  obtained  and  divided  responsibiUty  avoided.  The  condi- 
tions to-day,  so  far  as  they  relate  to  the  duties  of  certain  bureaus  in 
the  Navy  Department,  so  closely  approximate  to  those  of  earUer 
times,  that  the  bureau  begs  to  quote  below  a  portion  of  a  communica- 
tion on  this  subject  addressed  to  the  Navy  Department  in  1895  by  the 
then  chief  of  the  Bureau  of  Construction  ana  Repair,  at  which  time 
the  question  of  changing  the  assignment  of  duties  among  certain 
bureaus  of  the  Navy  Department  w^as  under  consideration.  The 
statements  made  by  this  bureau  at  that  time  apparently  convinced 
the  department  that  it  was  inadvisable  to  remove  from  the  bureau's 
jurisdiction  auxiliaries  which  had  previously  been  assigned  to  it.  ^^s 
a  matter  of  fact,  the  number  of  auxiliaries  placed  under  the  jurisdic 
tion  of  this  bureau  was  increased  instead  or  being  diminished: 

These  auxiliary  machines  are  upon  an  entirely  different  footing  from  the  main  pro- 
pelling machinery,  which  consists  of  the  main  engines  and  boilers  and  their  immediate 
auxiliaries.  The  space  and  weight  assigned  to  this  main  machinery  are  fixed  in  the 
design  by  coordinate  work  between  the  constructor  and  the  engineer.  The  design- 
in^  engineer  has  then  a  free  hand  and  can  take  right  of  wa^  in  the  space  assigned  him. 
His  only  restrictions  as  re^ds  the  general  design  are  with  regard  to  the  weight  of 
his  macninery  and  the  position  of  its  centers  of  gravity.  If  he  keeps  ^vithin  limits 
upon  these  matters,  there  is  no  connection  or  conflict  with  other  bureaus  as  regards 
matters  under  his  cognizance. 

When  we  consider  the  auxiliary  machines  in  question,  however,  the  case  is  entirely 
different,  each  steam  engine  being  but  a  single  and,  in  many  cases,  subordinate  part 
of  a  complete  system;  and  there  can  be  no  question  that  the  engine  should  be  designed, 
installed,  and  repaired  on  shore  by  the  people  who  designed,  installed,  and  repaired 
the  remainder  of  the  system,  provided  these  people  are  competent  to  do  so. 

The  bureau  does  not  understand  that  there  is  any  question  in  the  department's 
mind  as  to  its  competency  to  deal  with  the  small  amount  of  steam  macliinery  which  it 
has  installed  in  coivnection  with  appliances  for  steering,  handling  anchor  gear,  and 
ventilating  the  ship. 

In  considering  tne  above  in  detail,  take  first  the  steering  gear.  It  consists  now  of 
handwheels  on  the  bridge,  conning  tower,  and  pilot  house,  connected  \)r  discon- 
nected at  will,  each  of  which  through  mechancial,  electrical,  or  hydraulic  devices  by 
the  motion  of  the  helmsman's  hand  actuates  the  valves  of  the  steam  or  hydraulic 
engine,  usually  situated  at  the  extremity  of  the  ship  below  the  armor  deck.  The 
power  of  this  engine  is  communicated  through  chain,  wire,  or  screw  gear  to  the  croas- 
nead  of  the  compound  tiller  and  again  to  the  main  tiller  through  the  stuffing  box  to 
the  rudder.  The  whole  system  traverses,  and  is  by  a  multitude  of  details  woven 
into,  the  structure  of  the  hull.  The  tiller  is  not  onlv  actuated  by  the  steam  steering 
engine,  but  must  be  arranged  to  be  worked  by  hand  from  the  location  of  this  en^ne 
and  also  from  various  points  on  the  upper  deck;  and,  in  addition,  a  spare  hand  tiller 
is  provided  to  be  usea  in  case  all  the  other  gear  is  disabled.  At  present  the  only 
matter  to  be  mutually  agreed  upon  between  the  bureaus  of  Construction  and  Repair  and 
Steam  Engineering  is  the  steam  pressure  to  be  used,  as  Steam  Engineering  supplies  the 
steam  and  touches  the  system  at  this  one  point  only.  The  bureau  gives  below  a  memo- 
randum, marked  "Appendix  A,'*  showing  that  if  the  engine  is  turned  over  to  Steam 
Engineering  there  will  be  eight  matters  instead  of  one  upon  which  agreement  must 
be  had  between  the  two  bureaus.  There  appears  no  good  reason  for  such  an  annoying 
and  wasteful  division  of  duties,  inevitably  resulting  in  interminable  communication 
and  correspondence  between  two  authorities  in  order  to  settle  the  many  points  which 
must  be  reconciled  in  order  to  produce  a  workable  machine  when  interdependent 
parts  are  supplied  by  each.  The  present  high  standard  of  efficiency  would  inevitably 
be  lowered  as  a  result  of  such  a  division. 

[ArpxNDix  A.] 

Memorandum  of  matters  which  must  be  mutuallv  agreed  upon  between  the  con- 
structors and  engineers,  supposing  the  latter  supply  the  steering  engine  and  the  former 
the  balance  of  the  steering  gear: 

1.  The  power  of  Ike  engine. 

2.  Steam  pressure^^to  be  used. 
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8.  The  location  of  the  engine. 

4.  The  supports  and  foundation. 

6.  The  number  of  turns  from  hard-over  to  hard-over. 

6.  The  size  and  exact  position  of  the  point  of  transmission  of  power,  (1)  if  shafting, 
the  diameter,  actual  support,  and  exact  position  of  couplings,  (2)  if  chain  or  rope,  the 
lead,  size,  and  number  of  turns. 

7.  Size  and  exact  position  of  hand-wheel  connection. 

8.  Dimension  and  exact  position  of  connection  to  actuate  valves  from  wheels  on 
the  bridge  and  elsewhere. 

Often  after  these  points  are  settled  on  the  plans,  changes  are  necessary  on  the  ship 
and  at  every  point  of  contact,  itself  often  doubtful,  the  representatives  of  the  two 
bureaus  must  act  together.  The  least  of  the  difficulties  involved  is  that  all  this  inevi- 
tably causes  delay. 

6.  The  comments  above  quoted,  although  made  in  1895,  are 
remarkably  apt  in  meeting  conditions  which  exist  to-day.  The  very 
essence  of  a  logical  distribution  of  duties  amon^  the  bureaus  is  that 
the  bureau  which  has  charge  of  a  system  should  have  control  of  the 
essential  features  of  that  system,  provided,  of  course,  that  the  bureau 
in  Question  has  all  the  facilities,  including  personnel,  for  doing  the 
worK.  As  an  example,  it  may  be  remarked  that  the  steam  engine 
actuating  the  steering  gear  is  only  a  part  of  the  steering  system,  and 
its  design  and  installation  must  necessarily  conform  to  the  other  ele- 
ments of  the  steering  gear  and  the  design  of  the  ship  as  a  whole.  To 
separate  the  engine  from  the  rest  of  the  steering  gear  would  obviously 
divide  responsibility  and  introduce  a  number  of  conditions  whicn 
would  have  to  be  agreed  upon  by  two  independent  bureaus  instead  of 
one,  as  noted  in  the  foregoing  quotation.  Similar  conditions  exist 
with  respect  to  the  anchor  gear,  boat  cranes,  turret-turning  appara- 
tus, ammunition  hoists,  etc. 

Since  the  ability  of  the  Bureau  of  Construction  and  Repair  to 
properly  administer  work  xmder  its  jurisdiction  in  the  Navy  Depart- 
ment and  at  navy-yards  is  vitally  dependent  upon  the  method  of 
selection  and  training  of  the  officers  composing  the  corps  of  naval 
constructors,  brief  allusion  to  the  selection  and  training  of  such 
officers  will  now  be  made: 

6.  So  far  as  the  chief  constructor  is  aware,  it  is  generally  conceded 
that  the  design  of  a  naval  vessel  can  best  be  controlled  by  those  who 
have  had  the  broadest  training  in  naval  design — a  training  w^hich 
should,  of  course,  include  thorough  practical  and  theoretical  courses 
not  only  in  hull  design,  but  in  marine  and  electrical  engineering. 
A  broad  training  of  this  character  does  not  mean  that  the  naval 
designer  will  personally  supervise  all  the  details  of  both  hull  and 
macninery  design;  on  the  contrary,  such  details  can  be  best  worked 
out  by  those  who,  in  their  subsequent  professional  careers,  have 
specialized  in  hulls  and  their  auxiliaries  on  the  one  hand,  or  in  the 
propelling  machinery  of  vessels  on  the  other  hand.  That  the  naval 
constructor  should,  however,  have  a  training  which  will  enable  him 
to  harmonize  the  conflicting  requirements  of  the  various  elements  of  a 
naval  design  is  indisputable.  It  is  in  recognition  of  the  necessity  of 
such  abroad  theoretical  and  practical  training  in  ship  design  in  its  most 
extended  sense  that  the  corps  of  naval  constructors  has,  for  nearly 
tliirt}^  years  past,  been  recrmted  from  specially  meritorious  graduates 
of  the  Naval  Academy.  The  academic  training  of  these  Naval 
Academy  graduates  has,  however,  been  supplemented  by  special 
post-graduate  coiirses  in  naval  architecture,  including  an  extensive 
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training  in  marine  and  electrical  engineering.  It  will  be  subsequently 
shown  (see  Appendix  A)  that  this  training  in  marine  and  electrical 
engineering  is  superior  to  that  received  by  any  other  bodv  of  officers 
in  the  naval  service.  As  directly  bearing  upon  the  desirabihty  of  the 
naval  constructors  having  a  very  extensive  training  in  marine  engi- 
neering as  well  as  hull  design,  there  is  quoted  below  a  significant 
sentence  from  the  description  of  the  course  in  naval  architecture  at 
the  Massachusetts  Institute  of  Technology,  an  institution  which  is 
unquestionably  one  of  the  leading  technical  institutions  of  this 
country: 

It  is  believed  that  a  proper  coordination  of  the  design  of  a  steamship  and  its  pro- 
pelling machinery  can  De  attained  only  by  a  naval  constructor  who  is  familiar  with 
Doth  branches  of  his  profession. 

7.  That  training  in  hull  design  and  marine  and  electrical  engineer- 
ing is  considered  essential  for  naval  constructors  in  other  countries, 
it  may  be  mentioned  that  in  Great  Britain,  Italy,  France,  and  Ger- 
many the  course  for  naval  constructors  includes  training  in  marine 
and  electrical  engineering.  In  France  and  Italy  the  corps  of  naval 
constructors  includes  botn  hull  and  engine  designers,  the  course  for 
these  officers,  at  the  government  school,  being  identical,  and  special- 
ization taking  place  after  ^aduation.  In  Germany,  naval  con- 
structors an(f  designing  marme  en^neers  for  the  navy  are  trained 
at  the  same  institution — the  Royal  Technical  University — the  course 
for  the  two  branches  being  very  similar.  The  principal  officers  on 
the  engineering  side,  both  at  the  Admiralty  and  in  aockyards,  are 
composed  of  these  graduates  of  the  Royal  Technical  University, 
these  men  forming  a  separate  engineering  corps  in  the  German  navy; 
they  rarely  go  to  sea,  being  reserved  almost  exclusively  for  shore 
duty.  '  The  seagoing  engineers  form  a  totally  distinct  corps,  and  of 
the  67  officers  of  the  engmeering  divisions  on  auty  (according  to  latest 
navy  list  available)  at  the  three  principal  German  dockyards,  only 
6  belong  to  the  seagoing  branch  of  tne  service,  and  these  6  are 
borne  for  equipment  duties  and  are  not  assigned  to  the  engineering 
division  of  the  dockyard.  In  the  British  navy,  certain  officers  of 
the  engineering  branch  are  given  special  training  at  the  Royal  Naval 
College,  Greenwich,  their  course  ol  instruction  being  very  similar  to 
that  given  at  the  same  institution  to  the  students  mtended  for  the 
corps  of  naval  constructors.  Only  a  very  small  proportion  of  the 
commissioned  engineer  officers  of  the  British  navy,  however,  is  as- 
signed to  duty  in  dockyards.  The  navy  list  of  October  1,  1909, 
shows  that  out  of  nearly  a  thousand  officers  on  the  active  list  avail- 
able for  engineering  duty  only  39  officers,  or  less  than  4  per  cent, 
were  on  duty  at  the  14  dockyards  under  British  control  at  home  and 
abroad.  Moreover,  in  the  British  service  officers  of  the  engineering 
branch  who  prove  themselves  specially  valuable  at  dockyards  and 
the  Admiralty  return  to  such  duty  from  time  to  time,  thus  making 
it  quite  impracticable  for  such  dockyard  training  in  engineering  to 
be  extended  to  any  considerable  number  of  the  engineering  branch 
of  the  navy. 

8.  The  above  is  merely  indicative  of  a  fact  which  seems  to  be 
fully  recognized  in  other  services,  namely,  that  certain  highly  trained 
technical  officers  are  reserved  for  the  principal  technical  duties  at 
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dockyards,  and  that  the  seagomg  engineer  is  largely  confined  to 
service  afloat. 

9.  There  is  attached  hereto  (Appendix  A)  a  description  of  the 
method  of  selection  and  training  or  officers  of  the  Construction  Corps 
of  the  United  States  Navy,  with  comparative  statement  as  to  tne 
engineering  training  of  other  officers  of  the  navy.  Appendix  B  gives 
the  regular  course  m  naval  architecture  at  the  Massachusetts  Insti- 
tute or  Technology,  also  the  special  course  taken  by  naval  construc- 
tors under  instruction  at  that  institution,  also  course  of  instruction 
at  the  United  States  Naval  Academy.  In  the  course  for  naval 
constructors  at  the  Massachusetts  Institute  of  Technology  special 
stress  has  been  laid  upon  marine  and  electrical  engineering,  the 
following  partial  description  of  this  course  being  conclusive  on  this 
point: 

In  arranging  this  couree  the  objects  sought  are  the  addition  to  the  training  already 
obtained  at  the  Naval  Academy  of  those  subjects  which  are  peculiar  to  naval  archi- 
tecture, and  such  an  extension  and  rounding  out  of  that  training  as  will  best  enable  a 
naval  constructor  to  meet  the  varied  and  exactine  demands  of  his  official  position. 
The  course  includes  all  the  theoretical  naval  architecture  of  the  regular  four-year 
course,  together  with  lectures  on  advanced  or  special  subjects  relating  to  naval  archi- 
tecture. Other  subjects  selected  from  the  regular  course  are  manne  engineering, 
steam  engineering,  steam  turbines^  and  applied  mechanics.  Throughout  the  three 
years  instruction  is  given  in  warship  design  by  means  of  lectures  and  drawing.  The 
course  is  broadened  and  strengthened  by  courses  in  sanitation,  foundations,  metaJ- 
lurgy,  and  metallo^phy.  A  thorough  course  is  ^\en  in  electrical  engineering, 
with  adequate  training  in  physical  and  electrical  engineering  laboratories. 

In  his  latest  report,  for  the  fiscal  year  1909,  the  Engineer  in  Chief 
of  the  Navy  makes  the  following  significant  comment  with  respect  to 
the  engineering  training  of  officers  of  the  navy: 

The  education  of  naval  officers  in  engineering  to  provide  for  the  demands  of  the 
service  starts  at  the  Naval  Academy.  There,  as  a  foundation,  all  line  officers  are 
given  what  is  probably  the  best  technical  education  furnished  by  any  school  in  this 
country.  This  tribute  to  the  Naval  Academy  is  based  upon  the  method  of  selection 
of  the  student  and  upon  the  method  of  elimination  of  the  student  at  the  school  quite 
as  much  as  upon  the  excellent  system  of  technical  education  that  has  been  developed 
within  the  last  half  century  and  that  has  been  particularly  improved  within  the  last 
ten  years.  The  Naval  Academy  is  still  being  improved,  and  it  is  to  be  hoped  that 
progress  will  not  cease;  but  to-day  it  is  considered  by  the  bureau  and,  what  id  more  to 
the  point,  by  many  skilled  educators,  to  be  the  finest  school  of  engineering  in  the 
country. 

In  view  of  the  above  high  tribute  to  the  course  in  engineering  at 
the  Naval  Academy,  it  is  interesting  to  note  that  members  of  the 
corps  of  naval  constructors  are  graduates  in  this  very  same  course, 
and,  as  a  rule,  are  what  is  termed  in  academic  parlance  '^distin- 
guished graduates.'^  Those  graduates  intended  lor  the  construc- 
tion corps  are,  however,  subsequently  given  a  post-graduate  course  in 
naval  architecture,  including  marine  and  electrical  engineering, 
which  covers  a  period  of  three  yeacs.  The  actual  time  now  devoted 
to  electrical  engineering  in  this  post-graduate  course  for  naval  con- 
structors is  340  hours,  or  more  than  double  that  covered  by  the 
present  Naval  Academy  course  on  the  same  subject.  The  actual 
time  devoted  to  marine  engineering  in  the  naval  constructors'  post- 
graduate course  is  420  hours,  while  the  total  time  devoted  to  this 
subject  at  the  Naval  Academy  is  only  272  hours.  The  post-graduate 
course  for  naval  constructors  is,  moreoveri  specially  arranged  to 
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supplement  and  extend  the  technical  instruction  previously  received 
at  the  Naval  Academy.  \Miile  the  above-noted  comparison  of 
time  devoted  to  electrical  and  marine  engineering  at  the  Naval 
Academy  and  at  the  Massachusetts  Institute  of  Technology  applies 
directly  to  the  training  of  those  naval  contractors  who  have  been 
given  this  post-graduate  course  in  naval  architecture  during  the  last 
ten  years,  a  similar  and  equally  effective  comparison  could  be  made 
with  respect  to  the  post-graduate  training  obtained  by  those  officers 
of  the  construction  corps  who  graduated  from  the  Royal  Naval  Col- 
lege, Greenwich,  the  university  of  Glasgow,  the  School  of  Applica- 
tion in  Paris,  and  the  Royal  Technical  University  at  Berlin.  Iji  fact, 
the  engineering  training  of  some  of  the  earlier  Naval  Academy 
graduates  assigned  to  the  construction  corps  was  even  more  extensive 
than  that  given  during  the  last  ten-year  period.  It  should  also  be 
noted  that  the  work  of  the  naval  constructors  at  Jiavy-yards,  private 
shipbuilding  yards,  and  electrical  works  includes  the  practical  work 
of  supervision  of  the  construction  and  installation  of  electric  and  other 
auxiliaries,  while  the  line  officer,  even  though  assigned  occasionally 
to  engineering  duty,  has  a  much  more  limited  field  for  development 
along  engineering  lines.  In  other  words,  the  naval  constructor  is 
constantly  pursuing  his  profession,  which  includes  engineering  in  its 
broadest  sense,  while  the  duty  of  the  line  officer  is  primarily  along 
other  Unes,  his  engineering  work  being  rather  of  an  incidental  charac- 
ter, and  occasional  instead  of  continuous.  Moreover,  the  business  of 
shop  management,  the  economic  direction  of  workmen  to  produce  the 
greatest  results  for  their  labor,  and  their  organization  for  maximum 
production  has  become  in  itself  an  important  branch  for  which  men 
are  now  trained  as  their  life  work.  The  difference  in  results  between 
such  concentrated,  continuous,  and  scientific  management  and  that 
which  is  produced  by  the  method  of  individual  foremen  working 
independently  is  very  great  indeed.  These  modern  methods  of 
shop  management,  of  handling  workmen,  and  of  production,  which 
are  applicable  to  repair  work  as  well  as  new  work,  are  such  as  require 
concentrated  study  and  years  of  preparation  in  comparatively  sub- 
ordinate capacities  before  the  position  of  general  manager  of  shops 
can  be  satisfactorily  filled.  At  the  same  time,  these  methods  of 
shop  production  and  management  have  no  real  relation  to  the  effi- 
ciency of  repair  work  and  maintenance  of  machinery  on  shipboard  by 
officers  and  enlisted  men  who  are  charged  with  such  work  on  board 
ship.  If,  therefore,  line  officers  of  the  navy  are  to  devote,  the  time 
necessary  to  the  mastering  of  the  subjects  of  shop  production  and 
management,  they  will  require  a  period  of  training  and  instruction 
which  will  prevent  them  from  excelling  in  their  duties  on  shipboard 
as  line  officers,  because  either  set  of  duties  requires  constant  training 
and  active  participation  in  the  work.  A  division  of  time  between 
shop  work  in  navy-yards  and  line  officers*  work  on  shipboard  must 
inevitably  result  m  preventing  the  officer  from  exceUing  in  either 
set  of  duties.  Under  these  conditions  it  would  appear  to  be  incon- 
testably  true  that  the  naval  constructor  must,  other  things  being 
equal,  be  more  eificient  in  directing  the  design,  construction,  and 
installation  on  board  ship  of  mechanical  and  electrical  auxiUaries  and 
in  general  shop  management  at  navy-yards  than  i>fiicers  of  the  line, 
whose  goal  in  life  is  the  command  of  ships  and  fleets. 
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In  drawing  the  foregoing  conclusion^  there  is  no  desire  whatever 
to  make  an  invidious  comparison  between  officers  of  different  branches 
of  the  service.  The  sole  intention  is  to  forcibly  accentuate  the  im- 
portance of  thorough  preparation  and  continuous  application  in 
order  that  excellence  may  be  attained  in  anv  profession. 

10.  The  chief  constructor  can  not  refrain  from  expressing  the  belief 
that  much  of  the  confusion  which  exists,  not  only  in  the  lay  mind^ 
but  even  among  some  officers  of  the  navy,  as  to  the  technical  train- 
ing and  experience  of  naval  constructors,  is  due  solely  to  a  survival 
of  the  ideas  of  other  years  when  ships  were  built  of  wood  and  auxil- 
iary machinery  was  unknown  on  Doard  ship.  The  facts  already 
recited,  and  a  careful  examination  of  Appendixes  A  and  B,  should 
remove  any  lingering  impression  that  tne  naval  constructor  is  an 
official  whose  only  training  is  that  connected  with  the  design  of  the 
hulls  of  ships.  It  is  also  beUeved  that  the  evidence  submitted  should 
clearly  demonstrate  that  the  naval  constructor's  training  as  an  engi- 
neer, both  electrical  and  mechanical,  is  of  a  very  high  order  and 
definitely  superior  to  that  of  his  colleagues  in  the  line  of  the  navy 
whose  Naval  Academy  training  has  not  been  supplemented  by  a  post- 
graduate course;  and  that,  in  view  of  these  conditions,  concentration 
of  responsibility  would  be  obtained,  with  corresponding  increase  in 
efficiency  and  economy,  by  placing  under  the  Bureau  of  Construction 
and  Repair  and  officers  of  the  corps  of  naval  constructors  all  elec- 
tric installations  and  auxihary  machinery  outside  of  the  propelling 
machinery  compartments,  the  major  part  of  these  auxiliaries  being, 
as  heretofore  noted,  already  under  the  cognizance  of  these  officers. 

11.  In  yiew  of  the  foregoing,  the  transfer  to  another  bureau  of  cer- 
tain auxiliaries  which  have  been  under  the  jurisdiction  of  the  Bureau 
of  Construction  and  Repair  for  more  than  twenty  years  would  not 
seem  to  be  justified  by  reason  of  inadequate  trainmg  and  experience 
of  the  officers  heretofore  instructed  therewith.  Nor  would  such 
transfer  seem  to  be  warranted  by  any  claim  of  inefficient  performance 
on  the  part  of  the  bureau  or  any  of  its  officers  of  the  work  heretofore 
under  its  jurisdiction.  In  further  support  of  the  behef  that  there  has 
been  no  inadequacy  of  training  nor  inefficiency  in  the  performance  of 
work,  the  following  quotations  are  made  from  reports  of  Secretaries 
of  the  Navy  with  respect  to  the  work  of  the  bureau  and  the  corps  of 
naval  constructors: 

[From  report  of  the  Secretary  of  the  Navy  for  the  fla?al  year  1892.] 

The  department,  in  referring  to  the  extent  and  character  of  the  work  done  by  the 
Bureau  oi  Construction  in  the  rebuilding  of  the  navy,  desires  to  call  special  attention 
to  the  important  assistance  rendered  by  the  voung  constructors  of  the  navy.  As  far 
back  as  1879  it  was  wisely  decided,  in  view  of  the  great  changes  taking  place  in  naval 
architecture,  in  which  this  countrv  had  borne  no  part,  to  select  from  the  most  prom- 
ising graduates  of  the  Naval  Academy  a  few  each  year  who  could,  under  the  hberal 
arrangements  made  by  certain  foreign  governments,  acquire  a  complete  profes- 
sional training  in  modem  naval  construction  at  the  best  schools  in  the  world. 

Eighty -five  per  cent  of  the  maximum  mark  for  the  four,  years'  course  was  fixed  as 
the  lowest  limit  for  candidates  for  this  special  tinning.  The  students  have  been 
assigned  to  the  various  schools  at  Greenwich,  Paris,  and  Glasgow,  and  have  had  addi- 
tional advantages  for  the  observation  of  practical  work  of  public  and  private  establish- 
ments, which  nave  shown  the  utmost  desire  to  furnish  all  possible  facilities  to  the 
United  States  constructors.  The  work  performed  by  these  students  under  the  super- 
vision of  the  naval  attach^,  ae  indicated  by  their  standing  at  the  institutions  thev 
have  attended,  has  been  in  the  highest  degree  successful.    The  small  amount  whicn 
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the  Government  has  expended  in  their  education  has  been  returned  to  it  fiftyfold  bv 
the  zeal,  ability,  and  knowledge  which  they  have  brought  to  the  service,  and  which 
have  contributed  materially  to  the  economy  and  perfection  of  design  shown  in  the 
work. 

(From  report  of  ttw  Seontaiy  of  the  Navy  for  the  fiscal  year  1904.] 

The  department  desires  to  invite  attention  to  that  portion  of  the  chief  constructor's 
report  which  relates  to  the  personnel  of  the  corps  of  naval  constructors.  As  noted  in 
a  former  report  of  one  of  mv  predecessors,  this  corps,  since  1879,  has  been  recruited 
from  graduates  of  the  Naval  Academy,  and  at  the  present  time  the  active  list  is  en- 
tirely composed  of  such  graduates.  The  system  inaugurated  in  1879  has  proved  to 
be  of  the  greatest  advanUige  to  the  naval  service,  ana  the  method  of  recruiting  the 
construction  corps  then  begun  should  be  continued. 

During  the  past  few  years,  however,  the  great  inducements  offered  in  civil  life  have 
been  sucn  as  to  cause  the  resignation  of  a  considerable  percentage  of  the  officers  of 
the  construction  corps,  thus  making  it  still  more  difficult  for  the  remaining  personnel 
to  carry  out  the  duties  devolving  upon  them.    ♦    ♦    ♦ 

[From  report  of  the  Secretary  of  the  Navy  for  the  fiscal  year  1007.] 

While  appreciating  the  excellent  work  done  in  all  branches  of  the  naval  service,  I 
am  prompted  by  certain  recent  comment  with  respect  to  the  method  of  preparing 
desiras  oi  naval  vessels  to  emphasize  my  sincere  appreciation  of  the  work  done  by 
the  highly  trained  corps  of  naval  constructors.  Tne  officers  composing  this  corps 
are  chosen  from  the  foremost  members  of  their  respective  classes  at  the  Naval  Academy; 
they  are  sent  to  sea,  and  are  afterwards  given  a  specialized  course  of  study  at  home  or 
abroad.  I  know  of  no  body  of  men  better  equipped  by  thorough  preliminary  training 
for  the  duties  devolving  upon  them. 

The  result  of  this  aamirable  technical  equipment  is  that  many  of  these  officers 
have  been  tempted  by  offers  of  higher  remuneration  than  a  career  in  the  navy  holds 
to  leave  the  service,  and  some  former  members  of  the  corps  are  now  engaged  in  the 
employ  of  private  shipbuilding  concerns  in  supervising  the  construction  by  contract 
of  important  vessels  oi  the  new  navy. 

Peculiarly  fitted  as  our  ship  designers  are  for  the  work  they  have  in  hand,  we  have, 
nevertheless,  in  the  past  made  some  mistakes;  but  these,  when  discovered,  have 
been  promptly  rectified.  Such  is  the  history  of  naval  construction  imder  foreign 
governments  as  well  as  our  own.  We  have  no  monopoly  of  errors  in  war-ship  designs. 
On  the  whole,  I  believe  that  the  members  of  the  construction  corps  of  the  United 
States  Navy  have  greater  opportunity  for  keening  in  touch  with  tne  requirements 
of  the  fleet  and  the  views  of  seagoing  officers  tnan  is  possessed  by  any  similar  corps 
in  any  other  navy. 

[From  report  of  the  Secretary  of  the  Navy  for  the  fiacal  year  1909.] 

The  existino:  gratifying  material  condition  of  the  navy  is  due  entirely  to  the  bureaus. 
They  have  been  faithful  in  their  work,  and  the  results  have  been  singularly  free 
from  the  defect*'  that  have  characterized  other  navies,  as  well  as  almost  all  organiza- 
tions employed  in  developing  new  and  untried  undertakings  on  an  extensive  scale. 

12.  The  chic  f  constructor  believes  that  he  has  fully  demonstrated 
the  ability  of  the  officers  of  the  corps  of  naval  constructors  to  effi- 
cientlv  pjerform  all  work  connected  with  the  design,  construction,  and 
installation  of  auxiliaries  on  board  naval  vessels,  and  it  would  seem 
to  require  no  formal  demonstration  to  prove  that  where  such  officers 
are  capable  of  handling  work  of  that  character  it  will  not  be  con- 
ducive to  efficiency  or  economy  to  divide  the  responsibility  for  such 
work  among  two  bureaus,  instead  of  placing  it  upon  one  as  heretofore. 
The  design  and  construction  of  naval  vessels  require  the  most  hearty 
cooperation  on  the  part  of  those  having  responsibility  for  any  of  the 
features  of  such  a  design,  in  order  to  attain  the  best  results.  Any- 
thing which  tends  to  eliminate  division  of  responsibiUty  in  such  mat- 
ters is  obviously  promotive  of  efficiency.  In  fact,  in  most  of  the 
previous  agitation  with  respect  to  the  transfer  of  auxiliaries  from  one 
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bureau  to  another,  the  trend  has  been  toward  a  combination  of  all 
mechanical  work  connected  with  ships  under  a  single  bureau,  the 
foundation  of  this  consolidation  being  the  Bureau  of  Construction 
and  Repair  and  the  corps  of  naval  constructors.  For  more  than 
thirty  years  assignments  to  the  corps  of  naval  constructors  have  been 
confined  to  graduates  of  the  Naval  Academy,  and,  as  a  rule,  ^'dis- 
tinguished graduates/'  The  training  of  these  officers  has  been  of  the 
broadest  character  and  such  as  to  f aciUtate  and  simplify  a  consoUda- 
tion  of  mechanical  work  whenever  the  department  or  the  Congress 
might  consider  such  a  consolidation  advisable. 

Moreover,  the  unanimous  report  of  a  board  appointed  by  the  Secre- 
tary of  the  Navy  in  1906 — six  of  whose  seven  members  were  officers 
of  the  line — deliberately  recommended  an  enlargement  of  the  con- 
struction corps  of  the  navy,  with  the  ultimate  object  of  consoUdating 
all  the  technical  work  involved  in  war-ship  design  and  construction 
imder  one  bureau — all  such  technical  work,  etc.,  being  performed  by 
officers  of  one  technical  corps.  From  time  to  time  in  the  past  twenty 
years,  the  department  has  itself  recognized  the  great  advantage  to  be 
derived  from  concentrating  authoritv  and  responsibility  when  deal- 
ing with  mechanical  matters,  one  or  the  most  notable  cases  of  this 
kind  being  that  in  connection  with  the  first  introduction,  on  a  large 
scale,  of  electric  power  on  naval  vessels.  This  was  the  case  of  the 
Kearsarge  and  Kentucky,  in  which  the  responsibihty  for  the  whole 
electric  installation,  including  dynamos,  wiring,  and  all  electric 
auxiUaries,  was  placed  with  the  Bureau  of  Construction  and  Repair, 
although  the  Bureau  of  Equipment  had  previously  been  charged  with 
certain  electric  work  on  board  naval  vessels.  The  chief  constructor 
has  never  heard  the  success  of  the  electrical  installation  on  the 
Kearsarge  and  Kentucky  questioned.  In  fact,  it  has  often  been 
alluded  to  in  terms  of  highest  praise.  Subsequently,  although 
dynamos  and  wiring  were  reassigned  to  the  cognizance  of  the  Bureau 
of  Equipment,  all  hull  electric  auxiliaries  were  assigned  to  the  cog- 
nizance of  the  Bureau  of  Construction  and  Repair.  Since  1897,  the 
date  of  the  contract  for  the  electrical  installations  on  the  Kearsarge 
and  Kentucky  J  electric  auxiliaries,  such  as  winch  motors,  fan  motors, 
turret-turning  motors,  etc.,  have  been  greatly  improved  and  perfectea 
under  the  immediate  direction  of  the  Bureau  of  Construction  and 
Repair  and  officers  of  the  corps  of  naval  constructors,  so  that  the 
experience  of  such  officers  in  electrical  work  during  the  intervening 
period  of  nearly  fourteen  years  has  been  unusually  great. 

13.  In  order  that  the  department  may  fully  reaUze  the  extent  to 
which  the  Bureau  of  Construction  and  Repair  was  intrusted  with 
electric  and  other  auxiliaries  up  to  December  1,  1909,  the  bureau  has 
had  prepared  a  list  of  the  steam  and  other  auxiliaries  on  board  the 
flagship  of  the  Atlantic  Fleet,  and  the  cognizance  of  various  bureaus 
over  such  auxiliaries.     (See  Appendix  C.) 

Reference  to  Appendix  C  shows  that  while  the  Bureau  of  Construc- 
tion and  Repair  had  control  of  a  laro:er  number  of  hull  and  other  auxil- 
iaries than  any  other  bureau,  the  Bureau  of  Steam  Engineering  had 
under  its  co^izance  the  smallest  number  of  any  bureau.  Indeed  it 
is  only  within  the  last  few  years  that  there  have  been  any  electric 
auxiharies  under  the  Bureau  of  Steam  Engineering,  and  these  up  to 
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the  present  time  have  been  confined  to  motors  for  shop  tools  and 
motors  for  driving  forced-draft  blowers. 

14.  In  order  that  the  department  may  be  more  fully  advised  as  to 
some  of  the  more  important  previous  suggestions  with  respect  to  the 
consoUdation  of  technical  work  at  the  department  and  at  navy-yards, 
and  the  transfer  of  auxiliaries  from  one  Dureau  to  another,  there  are 
hereto  attached  Appendixes  D  and  E.  Appendix  D  contains  a  copy 
of  a  letter  written  by  Mr.  Secretary  Long  shortly  after  the  Spanish- 
American  war,  in  relation  to  consolidating  the  work  of  the  bureaus  of 
Construction  and  Repair,  Steam  Engineering,  and  Equipment  under 
a  single  head,  and  the  reply  thereto  of  the  chief  of  this  bureau. 
Appendix  E  is  a  memorandum  submitted  to  the  Secretary  of  the 
Navy  in  November  of  this  year,  and  gives  briefly,  in  chronological 
order,  the  previous  action  of  the  department  with  respect  to  consoli- 
dation during  the  preceding  twenty-five  years. 

As  will  be  noted  from  Appendix  D,  the  chief  constructor,  in  1899 
in  summing  up  the  situation  with  respect  to  certain  technical  work 
under  the  Bureaus  of  Equipment  and  Steam  Engineering,  stated  as 
follows: 

10.  I  trust  I  have  made  evident  my  opinion  that  the  question  of  consolidation,  bo 
far  as  the  mechanical  work  of  the  Bureau  of  Equipment  is  concerned,  is  a  very  simple 
and  easy  one.    *    *    ♦ 

11.  When  it  comes  to  the  Bureau  of  Steam  Engineering,  however,  a  very  di£ferent 
question  present*i  itself.  Marine  engineering  and  naval  architecture^  while  over- 
lapping and  interlacing  in  many  respects,  are  goni»ralIy  regarded  as  distinct  prefes- 
sions,  and  there  will  undoubtecily  be  some  difliculty  in  combining  this  work  under 
one  head.  It  is  done  in  some  foreign  countries,  where  we  frequently  find  one  corpe 
handling  the  work  which  is  handled  in  this  country  by  the  bureaus  of  Construction 
and  Repair  and  Steam  Engineering.  France  is  a  notable  instance  in  point,  and 
Japan  might  be  (juoted  as  another. 

12.  The  question  of  this  consolidation  depends  upon  the  answers  to  the  following 
quejstions: 

(1)  Can  there  be  selected  from  the  officers  now  in  the  service  a  technical  corps 
competent  to  handle,  as  one  corps,  the  work  heretofore  handled  by  two? 

(2;  Can  provision  be  made  for  keeping  such  a  corps  supplied  with  competent 
officers  in  tne  future? 

While  believing  that  satisfactory  answers  might  be  given  to  the  above  questions, 
I  am  inclined  to  think  that  in  view  of  the  very  radical  changes  recently  made  by 
the  pcRionnel  bill  it  would  n(»t  be  expedient  to  attempt  immediately  further  radical 
changes  in  connection  with  tin*  te(  hnical  work  of  the  service.  I  believe^  however,  that 
increajjod  efficiencv,  and  certiiinly  inc  rea>'ed  harmony,  would  result  if  a  revision  of 
the  duties  of  the  bureaus  were  made  by  which  the  Bureau  of  Steam  Engineering 
would  be  restricted  specifically  to  thoj»e  in  connection  with  propelling  machinery; 
all  marhinery  and  mechanical  appliances  not  connerted  with  the  propelling  machinery 
being  handled  by  the  Bureau  of  ('<)nstru(^tion  and  Repair.  This  is  largely  the  case 
now,  and  to  make  it  entirely  so  would  simplv  require  that  nteam-heating  appliances, 
refrigerating  mar-hinery,  and  othrT  sufh  appliances  not  in  the  engine  or  boiler  room, 
be  turned  over  to  Construction  and  Repair.  Steam-heating  appliances  are  so  inti- 
mately connected  with  the  hull  that  they  could  be  handled  to  very  much  better 
advantairc  by  the  same  people  who  handle  the  hull  work  and  ventilate  the  ship. 

15.  Since  the  original  of  the  above  quotation  was  written  great 
advances  liave  been  made  in  all  branches  of  naval  design,  particularly 
in  electrical  engineering.  As  already  stated,  however,  the  special 
post  graduate  training  of  naval  constructoi-s  has  kept  fully  abreast 
of  such  developments,  and  in  the  present  corps  of  naval  constructors 
are  many  officers  who  have  given  special  attention  to  electrical 
engineering.  With  the  line,  however,  post-graduate  engineering 
training  has  been  neglected,  and  in  spite  of  numerous  and  constantly 
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rectirring  protests  in  the  annual  reports  of  engineers  in  chief,  special 
engineering  training  for  officers  of  the  line  of  the  navy  was  non- 
existent during  the  ten  years  which  intervened  between  the  passage 
of  the  naval  personnel  act  in  1899,  and  the  recent  determination  of 
the  department  to  establish  a  post-graduate  course  in  engineering. 
It  may  also  be  noted  that  this  course  was  originally  approved  by  the 
Secretary  of  the  Naw,  upon  the  recommendation  of  and  during  the 
incumbency  of  the  Chief  Constructor  as  Acting  Chief  of  the  Bureau 
of  Steam  Engineering,  and  the  general  order  advising  the  naval 
service  of  the  department's  intention  to  establish  this  post-graduate 
course  was  explicit  in  stating  that  it  was  the  intention  of  the  depart- 
ment to  reserve  for  permanent  engineering  duty  such  officers  as 
evinced  special  talent  for  engineering  work,  not  to  exceed  two  each 

16.  In  view  of  the  conditions  now  existing;  it  is  believed  that  the 
questions  propounded  by  the  Chief  Constructor  in  1899,  in  para- 
graph 12  01  his  letter  of  September  17,  quoted  above,  can,  in  the  very 
near  future,  be  satisfactorily  answered.  In  fact  it  is  believed  that 
the  present  officers  of  the  construction  corps,  with  certain  selected 
officers  of  the  line  who  have  heretofore  been  thoroughly  trained  in 
marine  engineering,  could  readily  be  formed  into  a  single  corps  of 
officers  who  could  efficiently  handle  the  work  of  a  division  of  the 
Navy  Department  to  whicK  could  be  given  complete  co^izance  of 
the  design,  construction,  repair,  and  outfitting  of  vessels  in  all  their 
details.  As  already  noted,  such  a  scheme  was  suggested  in  1899,  and 
definitely  and  unanimously  recommended  by  a  board  of  officers 
convened  by  order  of  the  department  in  1906. 

17.  In  dismissing  this  phase  of  the  question  under  discussion,  the 
bureau  begs  to  quote  the  following  very  interesting  extract  from  a 
communication  submitted  to  the  department  by  the  Chief  of  the 
Bureau  of  Construction  and  Repair  in  1895: 

In  conclusion,  the  bureau  would  like  to  call  attention  to  the  fact  exemplified  by  its 
title  of  Construction  and  Repair,  that  it  has  to  do  only  with  designing,  building,  and 
repairing.  Its  work  leaves  its  hands  and  is  handled  on  board  ship  by  oflicers  of  other 
corps.  These  seldom  have  special  interest  in  its  success  and  are  generally  disposed 
to  be  critical.  While  as  a  result  the  bureau  is  sometimes  embarrassed  through  unnec- 
essary and  unwarranted  carping  and  fault-fmding,  real  defects  are  quickly  discovered. 
Whoever  discovers  them  has  no  esprit  de  corps  or  personal  interest  to  induce  him  to 
gloss  them  over  or  minimize  their  importance,  but  rather  the  contrary.  As  a  result, 
the  department  quickly  hears  of  them  and  the  bureau  has  an  opportunity  to  correct 
I  hem.  While  thus  the  department  is  apt  to  hear  much  more  than  it  otherwise  would 
of  the  defects  and  shortcomings  of  this  bureau,  the  result  in  general  is,  beneficial  to  the 
biu-eau  itself  and  the  service  at  large.  It  is  impossible  to  carry  on  such  work  as  that 
done  by  the  bureau,  involving  not  only  large  considerations  and  complicated  ques- 
tions, but  also  a  vast  amount  of  petty  detail,  without  errors  and  mistakes.  For  the 
reason  pointed  out  above,  however,  errrors  and  mistakes  must  soon  be  discovered, 
corrected  for  the  case  in  hand,  and  avoided  in  future. 

This  bureau  is  the  only  working  bureau  situated  as  above,  and  it  is  respectfully 
submitted  for  the  consicieration  of  the  department  that,  in  any  rearrangement  or 
reassignment  of  duties  or  organization,  endeavor  should  be  made  to  secure  a  state  of 
affairs  where  the  man  who  works  the  completed  machine,  ship,  gun,  or  engine  should 
be  a  fearless  and  unbiased  critic  of  the  man  who  designed  and  built  it.  This  is  the  only 
certain  way  of  rapidly  discovering  and  remedying  such  defects  as  may  creep  in,  and 
whose  prompt  correction  in  time  of  peace  is  essential  to  keep  our  vessels  of  war  at  all 
times  in  readiness  to  successfully  withstand  the  severe  additional  strains  incident  to 
service  in  time  of  war. 
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18.  In  its  treatment  of  the  question  at  issue  the  bureau  has  felt 
it  necessary  to  be  as  brief  as  possible,  having  due  reeard  to  the  sub- 
ject's importance.  With  respect  to  the  matter  of  jurisdiction  of 
auxiliaries,  etc.,  it  has  confined  itself  laigely  to  broad  principles  and 
to  original  jurisdiction  in  the  Navy  Department  itself.  It  has  not 
been  possible  to  go  into  any  detailed  comment  as  to  the  effect  of  recent 
changes  in  organization  at  navy-yards  so  far  as  such  changes  affect 
the  jurisdiction  of  auxiliaries  heretofore  under  the  control  of  this 
bureau.  It  may  be  noted  in  passing,  however,  that  reports  from 
commandants  at  navy-yards  indicate  clearly  that  all  shops  having  to 
do  with  metal  machine  work  of  any  kind,  including  hull  nttings,  hull 
auxiliaries,  and  electric  work  of  all  classes,  have  been  transferred  to 
the  machinery  division.  Also,  that  in  some  yards  even  the  fire 
mains  and  pumping  and  drainage  systems  on  board  ship  have  been 
transferred  to  the  cognizance  of  the  machinery  division,  and  that  in 
at  least  two  yards  the  commandant  has  assigned  to  the  machinery 
division  responsibility  for  the  care  and  maintenance  of  the  pumping 
plant  of  dry  docks.  Moreover,  where  there  was  only  one  blacksmith 
shop  or  one  plumbers'  shop,  this  shop  was  transferred  to  the  machin- 
ery division  irrespective  of  any  consideration  as  to  whether  the  hull 
or  machinery  division  was  most  concerned  in  the  work  performed  in 
said  shops.  Many  of  the  above-noted  transfers  can  not,  in  my  opin- 
ion, be  justified  on  the  ground  of  efficiency  or  good  administration, 
and  they  are  believed  to  go  far  beyond  the  expressed  intention  of  the 
department  with  respect  to  such  matters.  Indeed,  the  separation  of 
the  pumping  plant  or  dry  docks  from  the  dock  itself  is  believed  to  be  a 
most  undesirable  arrangement  and  might  at  any  time  be  attended 
with  serious  consequences.  It  appears  to  the  chief  constructor 
vitally  important  that  the  officer  wno  is  charged  with  the  responsibil- 
ity for  docking  vessels  should  be  now,  as  he  nas  been,  without  ques- 
tion, for  the  past  sixty  years,  responsible  for  all  mechanisms  necessary 
for  the  successful  performance  of  his  work. 

19.  The  general  result  of  the  transfers  at  navy-yards,  above  indi- 
cated, is  to  remove  from  the  jurisdiction  of  officers  of  the  construction 
corps  who  have  had  special  training  and  shop  experience,  work  with 
which  they  are  thoroughly  familiar,  and  the  assignment  of  such  work 
to  another  division  which  has  not  heretofore  performed  such  work,  and 
whose  officers  must  necessarily  be  increased  in  number  in  order  to 

?roperly  care  for  the  new  work  assigned  their  division  at  navy-yards, 
'his  assignment  of  additional  officers  to  duty  at  navy-yards,  to  per- 
form work  hitherto  performed — and  it  is  believed  with  entire  effi- 
ciency— by  officers  of  the  Construction  Corps,  might  easily  be  embar- 
rassing in  time  of  war.  In  such  a  contingency,  the  fleet  must  be  more 
or  less  crippled  by  the  assignment  to  shore  duty  of  large  numbers  of 
officers  who  would  be  avauable  for  duty  with  the  fleet,  or  else  the 
shore  establishment  must  be  denuded  of  important  officers  and  left  in 
a  seriously  crippled  condition  at  the  very  time  when  its  organization 
is  under  exceptional  strain  and  should  be  at  its  highest  efficiency. 

20.  In  view  of  the  above-noted  conditions,  the  chief  constructor 
believes  it  very  desirable  for  the  department  to  give  further  con- 
sideration to  tne  assignment  of  duties  among  the  various  bureaus 
of  the  Navy  Department  and  to  the  hull  and  machinery  divisions  of 
the  navy-yards. 
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•  21.  Filially,  the  chief  constructor  invites  special  attention  to  the 
following  general  conclusions  from  the  statement  of  facts  herein- 
before maae: 

(1)  That  the  Bureau  of  Construction  and  Repair  has  had,  for 
many  jrears,  jurisdiction  over  the  majority  of  electric  and  other 
auxiliaries  on  board  ship,  especially  those  connected  with  the  general 
service  of  the  ship,  such  as  capstans,  windlasses,  steering  gears,  deck 
winches,  boat  cranes,  turret-turning  gears,  ventilating  fan  motors, 
ammunition  hoists,  etc.;  also  that  the  theoretical  trainmg  and  prac- 
tical experience  of  naval  constructors  eminently  qualifies  them  for 
handling  all  questions  relating  to  the  design,  construction  and  in- 
stallation of  such  auxiliaries. 

(2)  That  the  work  of  the  Construction  Corps  has  been  performed  in 
a  manner  to  elicit  commendation  from  various  Secretaries  of  the 
Navy,  and  that  their  actual  theoretical  training  and  practical  expe- 
rience in  the  work  heretofore  under  their  jurisdiction  has  been  far 
greater  than  that  of  any  other  officers  of  the  navy. 

(3)  That  although  various  propositions  have  been  made  from  time 
to  time  to  transfer  auxiliaries  from  one  bureau  to  another,  the  gen- 
eral trend  has  heretofore  been  to  consolidate  all  such  mechanical  work 
under  one  technical  bureau,  using  as  a  foundation  for  such  consoli- 
dation the  Bureau  of  Construction  and  Kepair  and  the  corps  of  naval 
constructors,  the  general  duties  of  that  bureau  and  the  special  train- 
ing of  the  corps  of  naval  constructors  making  it  almost  inevitable 
that  efficient  consolidation  of  mechanical  work  snould  take  full  advan- 
tage of  the  experience  of  that  bureau  and  the  officers  specially  trained 
for  its  work. 

(4)  That  in  carrying  out  the  provisions  of  Navy  Regulation  Cir- 
cular No.  6  certain  commandants  at  navy-yards  are  believed  to  have 
gone  quite  beyond  the  department's  intention  with  respect  to  the 
transfer  of  duties  from  the  jurisdiction  of  the  construction  officer  to 
that  of  the  engineer  officer,  especially  as  regards  dry-dock  pumping 
machinery,  pumping  and  drainage  systems  on  shipboard,  and  certain 
shops  in  which  all  or  a  majority  of  the  work  is  directly  concerned 
with  the  hull  or  hull  auxiliaries.  The  above  referred  to  transfer  of 
work  must  result  in  divided  responsibility,  with  decreased  efficiency, 
and  has  already  increased  the  number  of  officers  required  for  duty  at 
iiavy-yards. 

(5)  That  all  officers  on  the  active  list  of  the  construction  corps  of 
the  navy  are  graduates  of  the  United  States  Naval  Academy,  a  very 
large  majority  being  of  distinguished  class  standing;  also  that  for 
the  past  thirty  years  such  oflicers  have,  before  undertaking  the 
regular  work  of  their  profession  as  naval  constructors,  received  a 
thorough  training  in  naval  architecture,  including  marine  and  elec- 
trical engineering,  the  training  in  marine  and  electrical  engineering 
being  supjplemental,  though  greatly  superior,  to  that  given  in  the 
same  subjects  at  the  Naval  Academy. 

(6)  That  the  post-graduate  training  of  United  States  naval  con- 
structors at  the  Koval  Naval  College,  Green^^-ich,  the  University  of 
Glasgow,  the  French  Admiralty  School  of  Application  at  Paris,  the 
Royal  Technical  University  at  Berlin,  and  the  Massachusetts  Insti- 
tute of  Technolo^  has  been  of  a  most  comprehensive  character, 
much  of  it  being  identical  wdth  the  training  of  the  same  class  of 
officers  in  the  prmcipal  navies  of  the  world. 
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(7)  That  the  opportunities  of  oflScera  of  the  constructioii  corps 
for  practical  experience  in  their  profession  at  navy-yards,  private 
shipDuilding  yards,  and  electrical  vorks  are  greater  than  those  of 
other  officers  of  the  naval  service,  inasmuch  as  the  experience  of 
the  naval  constructor  in  such  work  is  of  a  continuous  character  and 
not  interrupted  by  long  periods  of  sea  or  other  duty. 

(8)  That  in  France  and  Germany,  and  only  to  a  slightly  less 
extent  in  Italy,  the  principal  engineering  oflicers  at  the  AdmiraJty 
and  at  dockyards  are  chosen  almost  exclusively  from  the  permanent 
shore-staying  corps  of  engineers  and  not  from  the  corps  of  seagoing 
engineers:  also  that  in  England  only  about  4  per  cent  of  the  seagoing 
engineering  force  is  assigned  to  duty  in  the  dockyards,  and  that  the 
assignments  to  dockyard  duty  are  made  with  a  view  to  profiting  by 
the  engineering  experience  of  the  officer,  rather  than  with  a  view 
to  giving  general  engineering  training  to  oflicers  of  the  fleet. 

(9)  That  officers  of  the  yorps  o^  naval  constructors,  being  specially 
trained  for,  and  assigned  almost  continuously  to,  technicd  auty  on 
shore,  make  such  work  their  life  career  and  give  it  their  undivided 
attention.  Whatever  success  such  officers  may  have,  or  whatever 
commendation  they  may  receive  in  their  professional  career  must 
come  from  the  eliicient  performance  of  tne  technical  work  com- 
mitted to  their  charge.  Moreover,  they  are  constantly  stimulated 
by  the  knowledge  that  laxity  in  the  performance  of  duty  would  be 
followed  by  prompt  and  drastic  criticism  from  officers  attached  to 
the  ships  on  which  work  had  been  performed. 

(10)  That  officers  of  the  line  of  tne  navy  will  naturally  give  prece- 
dence to  duty  which  will  help  them  in  their  military  career,  ana  that 
while  many  officers  of  the  hne  may  have  engineering  aptitude,  the 
intermittent  character  of  their  engineering  work  is  su(3i  as  to  prevent 
the  full  development  of  their  talents  along  engineering  lines,  except 
at  the  sacrifice  of  their  subsequent  careers  as  military  oflicers.  This 
is  especially  the  case  with  officers  of  the  line  who  are  nearing  or  have 
actually  attained  command  rank. 

(11)  Tliat  the  assignment  of  any  large  number  of  line  officers  to 
navy-yard  duty,  either  with  the  machinery  division  or  otherwise,  will 
inevitably  result  in  serious  embarrassment  in  time  of  war  by  reason 
of  the  enforced  witliholding  of  such  oflirors  from  sea  duty  at  that 
time  or  their  transfer  from  na\y-yard  duty  to  sea  duty  at  a  time 
when  -their  services  are  especially  needed  at  the  navy-yards. 

(12)  That  as  it  is  most  desirable  that  the  orgamzation  of  navy- 
yards  in  time  of  peace  should  be  such  as  to  provide  the  greatest 
efficiency  in  time  of  war,  the  assignment  of  duties  at  navy-yards 
should  be  made  in  such  manner  as  will  insure  permanence  of  organi- 
zation in  both  peace  and  war  and  the  supervision  of  all  mechanical 
work,  whether  it  be  of  the  hull  and  its  auxiliaries  or  the  propelling 
macliiaery,  by  officers  who  have  been  specially  trained  for  such  work, 
who  have  become  expert  in  shop  and  shipyard^  management,  and 
who  have  made  such  work  their  real  career  in  life. 

Very  respectfully, 

W.  L.  Capps, 
Chief  Consti'uctor,  V,  S.  Navy, 

Chief  of  Bureau. 
The  Secretaby  of  the  Navy. 
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Appendix  A. 

POBT-QRADUATB  TRAINING  OP  GRADUATES  OF  THE  NAVAL  ACADEMY  SELECTED  FOR 
ASSIGNMENT  TO  THE  CONSTRUCTION  CORPS  OF  THE  NAVY.  ALSO  BRIEF  ALLUSION 
TO  METHOD  OF  TRAINING  OFFICERS  FOR  SIMILAR  DUTY  IN  THE  BRITISH,  FRENCH, 
GERMAN,  AND  ITALLAN  NAVIES.  ALSO  BRIEF  HISTORY  OF  TRAINING  OF  ENGINEERS 
IN  THE   UNITED  STATES  NAVY. 

Prior  to  1879  the  construction  corps  of  the  navy  was  recruited  from 
civil  life,  the  successful  candidates  being,  of  course,  confined  to  those 
who  had  had  adequate  training  in  naval  architecture.  For  some 
years  prior  to  1879,  however,  it  had  been  realized  that  the  progress 
being  made  in  the  development  of  naval  material  made  it  desirable 
that  officers  intended  for  tne  construction  corps  should  have  thorough 
training,  not  only  in  hull  design,  but  in  the  alHed  branches  which 
form  so  essential  a  part  of  the  training  of  the  thoroughly  equipped 
naval  designer  of  the  present  day. 

In  order  to  meet  in  the  most  satisfactory  manner  these  new  condi- 
tions, it  was  considered  desirable  that  officers  intended  for  the  con- 
struction corps  should  receive  their  preliminary  training  at  the  Naval 
Academy  iH  the  same  manner  as  officers  intended  for  the  line  or  the 
engineer  corps.  It  was  claimed  by  the  advocates  of  such  a  system' 
that  a  high  degree  of  selection  could  be  obtained  and  that  officers 
who  had  had  their  preUminary  training  under  the  same  conditions — 
in  fact,  had  taken  identically  the  same  course — would  work  in  more 
thorough  cooperation  in  their  future  professional  careers.  Therefore, 
in  1879.  the  Secretary  of  the  Navy  took  advantage  of  section  1522, 
Revisea  Statutes,  and  selected  two  of  the  most  distinguished  gradu- 
ates of  the  engineering  class  of  that  year  at  the  Naval  Academy,  and 
assigned  them  to  a  special  course  of  instruction  in  naval  architecture 
at  the  Royal  Naval  College,  Greenwich,  England.  When  this  first 
detail  of  officers  completed  their  course  of  instruction  at  Greenwich, 
two  other  officers  were  detailed  to  that  institution  for  a  similar 
course,  these  two  officers  being  the  No.  1  honor  graduate  of  the  Naval 
Academy  class  of  1S81  and  the  No.  1  honor  graduate  of  the  Naval 
Academy  class  of  1882.  In  the  following  year  tlie  No.  2  and  No.  3 
honor  graduates  of  the  class  of  18S1  were  assi^^ncd  to  duty  in  Paris 
for  a  special  course  of  instruction  at  the  Ecole  Polvtechniciue,  with  a 
vi6w  to  a  subsequent  two  years'  course  at  the  l^cole  d' Application 
du  Genie  Maritime.  The  courses  pursued  by  our  students  at  the 
Royal  Naval  Collej^e,  Greenwach,  and  the  Polytechnic  School  and 
the  School  of  Application  in  Paris  were  identical  with  those  taken 
by  the  British  and  French  naval  officers  already  assii;ned  to  or  intended 
for  transfer  to  the  construction  corps  of  the  British  and  French  navies. 
As  it  was  not  considered  expedient  to  have  more  than  two  United 
States  students  at  one  foreign  college  at  the  same  time,  arrangements 
were  made  in  1886  to  send  two  officers  to  Glasgow  to  take  the  special 
course  in  naval  architecture  at  the  Univeisity  of  (ilasgow,  a  very 
complete  course  in  that  subject  having  been  established  a  short  time 
prior  to  that  date.  The  first  occupant  of  the  chair  of  naval  archi- 
tecture at  this  institution  was  the  late  Francis  Elgar,  one  of  the  most 
distinjruished  naval  architects  of  his  time.  The  first  two  Naval 
Academy  graduates  designated  for  the  University  of  Glasgow  course 
were  the  No.  1  and  No.  2  graduates  of  the  class  of  1884.  Assign- 
ments of  officers  continued  to  be  made  to  the  Royal  Naval  College, 
Greenwich,  the  French  government  schools  in  Paris,  and  the  Univer- 
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sity  of  Glasgow,  and  during  one  year  officers  were  sent  to  the  Soyal 
Technical  University  in  Berlin. 

The  practice' of  sending  graduates  of  the  Naval  Academy  ahroad 
for  post-graduate  training  in  naval  architecture  was  continued  until 
the  French  and  British  Governments  withdrew  from  foreign  students 
certain  privileges  previously  accorded.  The  Navy  Department  then 
proceeded  to  make  arrangements  for  training  in  the  united  States 
officers  intended  for  the  construction  corps.  Even  before  the  final 
discontinuance  of  the  practice  of  sending  officers  abroad  an  attempt 
was  made  to  establish  a  suitable  course  For  naval  constructors  at  tne 
Naval  Academy.  This  course  was  interrupted  by  the  Spanish- 
American  war,  and  it  was  also  found  to  be  not  altogether  satisfactory 
in  other  respects,  the  facihties  available  at  the  academy  for  higher 
technical  training  being  decidedly  inferior  to  those  previously  avail- 
able at  the  foreign  institutions  above  noted.  It  was  then  decided 
to  make  an  attempt  to  have  a  suitable  course  in  naval  architecture 
and  its  allied  subjects  established  at  some  high-grade  technical  col- 
lege in  whode  vicinity  practical  experience  in  shipbuilding  and  ship- 
Sard  work  would  be  available.  Such  a  course  was  ultimately  estao- 
shed  at  the  Massachusetts  Institute  of  Technology,  and  the  first 
group  of  students  was  ordered  to  this  institution  m  1901.  These 
officers  were  the  No.  1 ,  No.  2,  and  No.  3  graduates  of  the  class  which 
graduated  from  the  Naval  Academy  in  1900.  The  post-graduat^e 
training  of  officers  of  the  construction  corps  has  continued  at  the 
Massachusetts  Institute  of  Technology  from  1901  to  the  present  day. 
This  training  has  been  under  the  immediate  supervision  of  the  Bureau 
of  Construction  and  Repair,  and  the  course  has  been  modified  from 
time  to  time  as  seemed  necessary  to  meet  the  special  re(|uirements  of 
the  United  States  Navy.  The  very  comprehensive  character  of  this 
course  of  training  is  fully  set  forth  m  Appendix  B,  in  which  appendix 
is  also  given  the  detailed  course  of  training  of  students  at  the  Naval 
Academy.  In  all  cases,  officers  taking  the  special  course  in  naval 
architecture  have  spent  their  summer  vacations  in  practical  work  at 
shipyards,  electrical  works,  or  other  technical  establishments,  and 
have  thus,  even  during  their  collegiate  career,  had  unusual  oppor- 
tunities for  practical  experience.  Subsequent  to  their  post-graauate 
course  they  have  been  assigned  to  duty  at  shipyards  or  government 
dockyards,  and  there,  in  the  regular  performance  of  their  duties,  have 
unusual  opportunities  for  practical  experience  in  shipbuilding  and 
repair  work  and  in  the  construction  and  mstallation  of  various  auxil- 
iaries under  the  cognizance  of  the  Bureau  of  Construction  and  Repair. 
The  course  of  training  of  those  graduates  who  were  assigned  to 
duty  at  foreign  universities  included  a  very  comprehensive  course  in 
marine  and  electrical  engineering,  this  course  at  the  French  schools 
being  identical  with  that  pursued  by  French  officers  intended  for 
subsequent  assignment  to  marine  engineering  work.  At  the  Royal 
Naval  College,  Greenwich,  the  course  for  naval  constructors  in  elec- 
trical engineering  was  of  a  very  high  character,  and  the  course  in 
marine  engineermg  was  only  slighUy  inferior  to  that  pursued  by 
those  engineers  of  the  British  navy  who  were  being  specially  trained 
in  marine-engine  design.  The  course  at  Glasgow  also  included  a 
comprehensive  course  m  marine  and  electrical  engineering,  and  many 
graduates  in  naval  architecture  from  this  institution  subsequently 
made  marine  or  electrical  engineering  their  specialty.    Appendix  o 
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indicates  clearly  the  character  of  training  given  at  the  Massachusetts 
Institute  of  Technology,  the  course  in  both  marine  engineering  and 
electrical  engineering  being  not  only  in  extension  of,  but  vastly  supe- 
rior to,  that  possible  in  the  limited  time  devoted  to  such  subjects  at 
the  Naval  Academy. 

It  thus  appears  that  from  the  very  beginning  of  the  establishment 
of  the  special  post-graduate  course  of  instruction  for  naval  construct- 
ors full  recognition  was  given  to  the  importance  of  making  such  a 
training  of  the  broadest  possible  character,  in  order  that  the  naval 
constructor  might  be  in  a  position  to  develop  the  design  of  a  ship 
with  due  regard  to  the  importance  of  properly  balancing  the  many 
conflicting  dements  which  entered  into  such  a  design,  and  for  such 
a  purpose  a  broad,  general  training  in  engineering  subjects  was  rec- 
ognized to  be  of  vital  importance.  For  further  information  as  to 
the  names  of  the  institutions  at  which  officers  of  the  Construction  Corps 
have  received  post-graduate  instruction,  and  the  duration  of  such 
instruction,  also  as  to  sea  service  prior  to  assignment  to  such  duty, 
attention  is  invited  to  the  tabular  statement  attached  hereto. 

While  the  selection  of  officers  for  the  Construction  Corps  has  taken 
account  of  Qualifications  other  than  those  indicated  by  academic 
standing  at  the  Naval  Academy,  it  is  worthy  of  note  that  the  officers 
selected  for  this  post-graduate  training,  from  the  thirty  classes  which 
graduated  from  1879  to  1908,  included  the  No.  1  graduates  of  twenty- 
two  classes,  the  No.  2  graduates  of  sixteen  classes,  and  the  No.  3 
graduates  of  nine  classes.  The  remaining  assignments  to  this  corps 
of  officers  (whose  maximum  number  is  restricted  to  seventy-five) 
have  been  confined  to  Naval  Academy  graduates,  and  with  very  few 
exceptions,  to  those  who  graduated  with  distinction.  Where  sea 
service  has  intervened  between  the  date  of  graduation  from  the 
Naval  Academy  and  the  date  of  assignment  to  a  post-graduate  course 
of  instruction,  particular  attention  has  been  given  to  the  record  of 
service  of  such  officers  during  their  regular  service  with  the  fleet, 
the  object  being  to  select  only  such  officers  as  have  demonstrated, 
through  their  academic  standing  and  their  cruise  records,  their 
ability  to  fully  profit  by  the  exceptional  advantages  afforded  by  the 
Government  in  this  post-graduate  course  of  instruction  in  naval 
architecture. 

That  the  unusually  careful  and  comprehensive  training  of  officers 
of  the  Construction  Corps  has  produced  excellent  results  has  been  tes- 
tified to  by  more  than  one  Secretary  of  the  Navy,  the  following 
extracts  from  the  annual  reports  of  the  Secretary  or  the  Navy  for 
1892  and  1907  being  especially  significant: 

[From  report  of  Secretary  of  the  Nary  for  1802.] 

The  department,  in  referring  to  the  extent  and  character  of  the  work  done  hy  the 
Bureau  of  Construction  in  the  rehuilding  of  the  navy,  desires  to  call  special  attention 
to  the  important  aseiHtance  rendered  by  the  voung  constructors  of  the  navy.  As  far 
back  as  1879  it  was  wisely  decided,  in  \'iew  of  the  great  changes  taking  place  in  naval 
architecture,  in  which  this  country  had  borne  no  part,  to  select  from  the  most  promiB- 
ing  graduates  of  the  Naval  Academy  a  few  each  year  who  could,  under  the  liberal 
arranjgements  made  by  certain  foreign  governments,  acquire  a  complete  professional 
training  in  modem  naval  construction  at  the  best  schools  in  the  world. 

Eighty-five  jter  cent  of  the  maximum  mark  for  the  four  years'  course  was  fixed  aa 
the  lowest  limit  for  candidates  for  this  special  training.  The  students  have  been 
assigned  to  the  various  schools  at  Greenwich,  Paris,  and  Glasgow,  and  have  additional 
advantages  for  the  observation  of  practical  work  of  public  ana  private  eetablishroente, 
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vhich  have  shown  the  utmoet  desire  to  furnish  all  possible  facilities  to  the  United 
States  constructors.  The  work  performed  by  these  students,  under  the  supervision 
of  the  naval  attaches,  as  indicated  by  their  standing  at  the  institutions  they  have 
attended,  has  been  in  the  highest  degree  succesd^l.  The  small  amount  which  the 
Government  has  expended  in  their  education  has  been  returned  to  it  fiftyfbld  by  the 
zeal,  abilitVi  and  knowledge  which  they  have  brought  to  the  s^yice  and  which  have 
oontributea  materially  to  Uie  economy  and  perfection  of  design  shown  in  the  work. 

[From  report  of  9«cn4ary  of  the  Nwy  for  1907.] 

While  appreciating  the  excellent  work  done  in  all  branches  of  the  naval  service,  I 
am  prompted  by  certain  recent!  comment  with  respect  to  the  method  of  preparing 
designs  of  naval  vessels  to  emphasize  my  sincere  appreciation  of  the  work  done  by 
the  highly  trained  corps  of  naval  constructors.  The  officers  composing  this  corps  are 
chosen  from  the  foremost  members  of  their  respective  classes  at  tne  Naval  Academy; 
they  are  sent  to  sea,  and  are  afterwards  given  a  specialized  course  of  study  at  home 
or  aoroad.  I  know  of  no  body  of  men  better  equipped  by.  thorough  preliminary  train- 
ing for  the  duties  devolving  upon  them. 

The  result  of  this  admirable  technical  equipment  is  that  many  of  these  officeis  have 
been  tempted  by  offers  of  higher  remuneration  than  a  career  in  the  navy  holds  to 
leave  the  service,  and  some  former  members  of  the  corps  are  now  engaged  in  tne  employ 
of  private  shipbuilding  concerns  in  supervising  the  construction  by  contract  of  impor- 
tant vessels  of  the  new  nav^. 

Peculiarly  fitted  as  our  ship  designers  are  for  the  work  they  have  in  hand,  we  have, 
nevertheless,  in  the  past  made  some  mistakes;  but  these,  when  disc^ered,  have  been 
promptly  rectified.  Such  is  the  history  of  naval  construction  under  foreign  govern- 
ments as  well  as  our  own.  We  have  no  monopoly  of  errors  in  war-ship  designs.  On 
the  whole,  I  believe  that  the  membera  of  the  Construction  Corps  of  the  United  States 
Navy  have  greater  opportunities  for  keeping  in  touch  with  the  requirements  of  the 
fleet  and  the  views  of  seagoing  officers  than  is  possessed  by  any  similar  corps  in  any 
otlier  navy. 

The  United  States  Navy  is,  so  far  as  I  am  aware,  the  only  one  in 
which  members  of  the  construction  corps  are  first  educated  as  line 
officers,  and  then,  after  two  or  three  years'  service  at  sea,  selected 
for  post-graduate  training  as  naval  constructors.  All  of  the  principal 
navies,  however,  so  far  as  information  at  hand  indicates,  give  special 
training  to  officers  of  the  construction  corps,  this  training  bemg  of 
the  same  general  character  as  that  given  in  the  postgraduate  course 
for  the  construction  officers  of  the  United  States  Navy,  this  instruc- 
tion including,  as  has  already  been  pointed  out,  a  comprehensive 
training  in  marine  and  electrical  engineering  as  well  as  in  hull  design. 
In  England,  France,  Italy,  and  Germany  the  naval  constructora 
and  designing  engineers  are  educated  at  the  same  institution,  and 
in  three  of  these  countries  the  course  of  training  for  hull  and  engine 
designers  is  practically  identical,  specialization  taking  place  sub- 
sequent to  graduation.  In  France  and  Italy  naval  constructors 
and  designing  marine  engineers  are  members  of  the  same  corps.  In 
Germany  naval  constructors  and  designing  marine  engineers  are 
trained  m  the  same  institution  and  have  practically  the  same  course 
of  instruction,  but  are  assigned  to  different  corps  subsequent  to 
graduation.  In  these  instances,  also,  however,  both  the  hull  con- 
structors and  the  en^ne  constructors  are  reserved  specially  for 
shore  duty  at  the  Admiralty  and  at  naval  stations,  and  rarely  accom- 
pany the  fleet,  the  engineering  duties  of  the  fleet  being  performed 
by  officers  of  a  separate  corps.  In  the  British  navy  a  certam  number 
of  the  officers  of  the  seagoing  engineering  corps  are  given  special 

?ost-graduate  instruction  at  the  Royal  Tsaval  College,  Greenwich, 
'his  mstruction  is  of  the  same  general  character  as  that  given  those 
officers  intended  for  the  construction  corps  in  the  British  navy,  the 
training  in  marine  engine  design  being,  or  course,  more  accentuated. 
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Officers  so  tFained  form  only  a  very  smaU  proportion  of  the  en^eer 
corps  of  the  British  navy,  but  this  special  post-graduate  training  at 
Greenwich  has  a  decided  influence  in  the  assignment  to  ^ore  duty  of 
ofiicers  of  the  engineer  corps  so  trained. 

T^amnmftrae  the  eonditions  as  to  raigineering  training  in  the  navies 
oi  the  four  principal  European  countries,  the  following  may  be  noted: 

(1)  That  in  Germany,  France,  asid  Italy  naval  constructors  and 
designingengineers  receive  vc^  much  the  same  traink^. 

(2)  InTranee  and  Italy  naval  constructors  and  designing  engineers 
not  only  have  the  same  training  but  are  members  of  the  same  corps, 
specializing  on  the  hull  or  machinery  side  after  completion  of  their 
special  technical  training,  in  conformity  with  the  requirements  of  the 
service  or  individual  aptitude.  To  the  members  of  this  special  engi- 
neering corps,  in  France  and  Itaty,  are  assigned  the  principal  techni- 
cal duties  in  shipbuilding  and  engme  departments  at  navy-yards,  only 
a  small  number  of  the  corps  of  seagoing  engineers  being  assigned  to 
dockyard  or  Admiralty  duty. 

(3)  In  Germanv,  while  the  naval  constructors  and  marine  engineers 
are  educated  in  toe  same  school,  they  are  assigned  to  separate  corps, 
both  of  these  corps  being  reserved  for  shore  duty  almost  exclusively. 
The  number  of  ofiicers  of  the  seagoing  engineer  corps  in  Germany, 
assigned  to  dockyard  duty,  is  very  small  indeed.  In  fact,  out  of  the 
67  engineering  officers  on  duty  at  the  principal  German  dockyards,  61 
are  members  of  the  permanent  shore-staying  engineer  corps,  and  only 
6  are  members  of  the  seagoing  engineer  corps. 

(4)  In  the  British  navy  there  is  only  one  engineer  corps,  and  but  a 
very  small  proportion  of  the  officers  of  this  corps  are  assigned  to  dock- 
yard duty  at  one  time,  the  total  number  assigned  to  such  duty  on 
October  1,  1909,  bein^  only  39  out  of  a  total  of  987,  and  these  assign- 
ments covered  14  stations — 7  in  the  United  Kingdom  and  7  abroad. 

It  is  believed  that  the  foregoing  statements  clearlv  in<iicate  that  the 
practice  of  choosing  highly  trained  specialists  for  ^uty  at  dockyards 
and  in  the  design  departments  of  the  Admiralty  is  general  in  the  prin- 
cipal navies  of  the  world ;  that  such  practice  is  logical  and  desirable 
would  seem  to  require  no  argument.  The  work  of  such  officers  is  of 
an  exacting  character  and  requires  the  most  earnest  and  constant 
attention  in  order  that  they  may  keep  fully  abreast  of  the  develop- 
ments which  are  constantly  taking  place  in  their  profession.  Their 
work  vi  necessarily  an  integral  part  or  the  work  of  tne  development  of 
the  fleet;  it  is  for  the  fleet  they  exist;  for  the  fleet  that  they  give  their 
best  energies;  and  the  efficiency  of  the  materiel  of  the  fleet  is  the 
measure  of  the  efficiency  of  their  work.  Any  argument  which 
attempts  to  show  that  their  interests  are  opposed  to  those  of  the 
fleet  would  seem  to  refute  itself. 

That  officers  of  the  fleet  can  profit  by  service  in  the  mechanical 
departments  of  navy-yards  is  unquestioned,  and  it  is  desirable  if  the 
demands  of  the  fleet  will  permit  their  so  serving;  but  in  order  that  ^ 
any  considerable  proportion  of  the  officers  of  the  fleet  may  have  serv-  ' 
ice  in  the  mechanical  departments  of  navy-yards,  it  is  necessary  that 
there  should  be  a  very  considerable  surplus  of  officers — a  condition 
which,  so  far  as  I  am  aware,  does  not  exist  in  our  navy  or  in  any  other 
navy.  The  fallacy  of  the  claim  that  service  in  navy-yards  is  essential 
to  the  proper  training  of  officers  of  the  fleet  is  defimtely  refuted  in  the 
minority  report  of  the  Sperry  Board,  in  which  it  was  ezpUcitly  shown 
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that  of  the  24  officers  who  had  served  as  chief  engineers  of  the  battle- 
ship fleet  in  its  "around  the  world''  cruise,  onljr  4  had  had  any  serv- 
ice at  navy-yards,  and  of  these  4  the  service  varied  from  one  and  one- 
half  months  to  one  and  one-fourth  years. 

There  is  attached  hereto  a  brief  statement  of  the  special  training 
given  to  engineer  officers  of  the  United  States  Navy  dxiring  the  past 
forty-four  years.  It  is  obvious,  from  this  statement,  tnat  smce 
1899  there  nas  been  very  little  special,  engineering  training  given  to 
line  officers  of  the  navy  other  than  that  received  at  the  Naval  Acad- 
emy. On  the  other  hand,  officers  of  the  Construction  Corps,  in  addi- 
tion to  this  very  same  Naval  Academy  training,  have  received  special 
and  very  comprehensive  postgraduate  training  in  naval  architecture, 
including  manne  and  electrical  engineering.  Moreover,  after  transfer 
to  the  Construction  Corps  these  officers  are  continuously  engaged  in 
their  professional  work,  this  professional  duty  having,  for  many 
years  past,  a  large  amount  of  tneoretical  and  practical  work  in  con- 
nection with  electric  and  other  auxiliaries.  It  would  seem  evident, 
therefore,  that  by  training,  occupation,  and  experience,  naval  con- 
structors ought  to  be  better  qualified  to  care  for  all  electrical  installa- 
tions and  other  auxiliaries  on  board  ship,  outside  of  the  propelling 
machinery  compartments,  than  officers  of  any  other  branch  of  the 
naval  service;  and  the  performance  of  such  duties  by  officers  of  the 
Construction  Corps  does  not  involve  an  increase  in  the  number  of 
officers  at  navy-yards,  and  in  time  of  war  the  organization  would  not 
be  impaired  by  reason  of  the  withdrawal  of  officers  for  service  with 
the  fleet. 

TRAINING  OF  BNGINBBB  OVFICBR8  OF  THB  UNITBD  8TATBS  NAVT. 
[Compiled  from  Naval  Academy  Register  and  other  offlcial  records.] 

In  1866  a  class  of  third  assistant  engineers  was  ordered  to  the  Naval 
Academy  for  instruction  in  engineenng.  The  course  embraced  the 
subjects  of  steam  engineering,  mechanism,  chemistry,  mechanics, 
and  practical  exercises  with  the  steam  engine,  and  in  the  machine 
shop.  This  class  was  graduated  in  1868.  There  was  also  graduated 
with  this  class  two  cadet  engineers  who  had  entered  the  academy  in 
1867. 

No  further  assignments  of  officers  or  cadets  were  made  to  the 
Naval  Academy  for  instruction  in  engineering  until  1871,  when  a 
new  class  of  cadet  engineers  was  admitted.  This  class  was  given  a 
two  years'  course  in  steam  engineering,  somewhat  more  extended 
than  that  given  to  the  class  of  1868.  This  class  was  graduated  in 
1873.  In  1872  and  1873  new  classes  of  cadet  engineers  were  admitted. 
The  class  entering  in  1872  was  graduated  in  1874;  the  class  entering 
in  1873  was  graduated  in  1876. 

An  act  of  Congress  approved  February  24,  1874,  provided  that  the 
course  of  instruction  for  cadet  engineers  be  four  years  instead  of  two, 
as  formerly.  This  provision  was  first  applied  to  the  class  which 
entered  the  Naval  Academy  in  1874,  and  continued  in  force  until  1882. 
The  naval  act,  approved  August  5  in  that  year  (1882) ,  virtually  repealed 
the  previous  authorization  for  the  appointment  of  cadet  midshipmen 
and  cadet  engineers,  and  directed  that — 

*  *  *  in  lieu  thereof  naval  cadets  shall  be  appointed  from  each  concressional 
district  and  at  laige,  as  now  provided  by  law  for  cadet  midshipmen,  and  all  me  under* 
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graduates  at  the  Naval  Academy  ehall  hereafter  be  designated  and  called  ''naval 
cadets;  **  and  from  those  who  successfully  complete  the  six  years'  course,  appointments 
shall  hereafter  be  made  as  it  is  necessary  to  fill  vacancies  in  the  lower  glides  of  the 
line  and  Engineer  Corps  of  the  Navy  and  of  the  Marine  Corps. 

This  condition  of  affairs,  which  specifically  provided  for  the  same 
training  for  all  graduates,  without  specializing:  in  engineering,  con- 
tinued until  1889.  In  the  naval  act  approved  March  2,  1889,  Con- 
gress authorized  the  academic  board  to  separate  the  first  class  of 
naval  eadets  into — 

*  *  *  two  divisions,  as  they  may  have  shown  special  aptitude  for  the  duties  of 
the  respective  corps,  in  the  proportion  which  the  ag^egate  number  of  vacancies 
occurring  in  the  preceding  fiscal  year  ending  on  the  thirtieth  day  of  June  in  the  lowest 
grades  ofcommissioned  officers  of  the  line  of  the  Navy  and  Marine  Corps  of  the  Navy 
shall  bear  to  the  number  of  vacancies  to  be  supplied  from  the  Academy  occurring  dur- 
ing the  same  period  in  the  lowest  grade  of  commissioned  officers  of  the  Engineer 
Corps  of  the  Navy  ♦  ♦  ♦  and  the  cadets  so  assigned  to  the  Engineer  Corps  division 
of  the  first  class  shall  thereafter  pursue  a  separate  course  of  stud/  arranged  to  fit  them 
for  service  in  the  Engineer  C'orps  of  the  Navy  ♦  *  ♦  and  the  vacancies  in  the  low- 
est grades  of  the  commissioned  officers  of  the  Engineer  Corps  of  the  Navy  shall  be  filled 
«  ¥  *  by  appointments  from  the  final  graduates  of  the  engineer  division  at  the  end 
of  their  six  years'  course. 

Although  the  engineer  division  established  by  the  segregation 
authorized  in  the  above-noted  act  received  special  training  m  marine 
engineering,  this  training  was  by  no  means  comparable  with  the 
engineering  training  given  to  cadet  engineers  prior  to  1882,  or  with 
the  postgraduate  training  in  such  subjects  given  to  naval  constructors, 
as  is  clearly  evident  from  an  examination  of  the  actual  courses  of 
instructions  given  in  Appendix  B. 

By  the  act  of  Congress  approved  March  3,  1899,  the  officers  consti- 
tuting the  Engineer  Corps  oi  the  Navy  were  transferred  to  the  line  of 
the  navy,  this  transfer  serving  to  repeal  so  much  of  the  act  of  Congress 
approved  March  2, 1889,  as  provided  for  the  separation  of  naval  cadets 
of  the  first  class  into  the  line  and  engineer  divisions.  From  1 899  until 
the  present  day,  the  training  of  cadets  at  the  Naval  Academy  has  been 
the  same  for  all  cadets. 

The  lack  of  any  special  engineering  training  for  officers  assigned  to 
en^neering  duty  was  fully  appreciated  by  those  responsible  for  the 
efficiency  of  the  Diachinery  of  tne  fleet,  as  is  fully  evidenced  in  several 
annual  reports  of  the  chiefs  of  the  Bureau  of  Steam  Engineering  from 
1900  to  1909,  inclusive.  In  1905  a  small  class  of  line  officers  was 
ordered  to  Washington,  D.  C,  for  a  course  of  engineering  instruction. 
This  course  was  described  in  the  report  of  the  Chief  of  the  Bureau  of 
Steam  Engineering  for  the  year  1907.  The  instruction  given  in  this 
course,  wlule  as  thorough  as  possible  within  the  time  allotted,  could 
not  be  regarded  as  a  thorough  engineering  training;  but  even  this  com- 
paratively slight  postgraduate  course  in  engineering  was  shortly,  dis- 
continued, on  the  ground  of  there  not  being  sufficient  line  officers 
available  for  such  engineering  training  at  that  time. 

In  January,  1909,  the  acting  chief  of  the  Bureau  of  Steam  Engi- 
neering brought  to  the  attention  of  the  department  the  serious 
importance  of  establishing,  without  delay,  a  special  course  of  training 
for  engineers,  in  order  that  there  might  fee  available  for  duty  under 
the  Bureau  of  Steam  Engineering  junior  officers  who  had  had  special 
engineering  training.  Officers  so  trained  in  engineering  were  espe- 
cially desirable  in  order  to  succeed  to  the  duties  of  those  line  officers 
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whose  original  training  had  been  that  of  engineeers.  it  being  well 
known  that  the  number  of  those  officers  on  the  active  list  was  rapidly 
decreasing.  The  Massachusetts  Institute  of  Technology  was  pre- 
liminarily selected  as  the  best  place  for  the  location  of  this  post- 
graduate school,  and  a  course  of  mstruction  was  prepared, the  prelimi- 
nary draft  being  approved  in  March,  1909. 

The  preUminary  draft  on  which  the  course  was  based  was 
examined  and  approved,  as  being  a  very  ^tesirable  course  for  engi- 
neers, by  three  or  the  principal  officers  on  duty  m  the  Bureau  of 
Steam  Ei^ineering  who  nad  been  engaged  on  design  work.  Subse- 
quently, circular  letters  were  addressed  by  the  Secretary  of  the  Navy 
to  the  Superintendent  of  the  Naval  Academy,  the  commandants  of 
stations,  and  the  commanders  in  chief  of  fleets,  advising  them  of  the 
department's  intention  with  respect  to  the  special  training  of  line 
officers  for  engineering  duty  ancl  the  department's  desire  to  receive 
applications  from  -8u<m  officers  as  expressed  a  preference  for  engi- 
neering work.  It  was  decided,  subsequently,  to  nave  this  post-grad- 
uate course  in  en^neerin^  at  the  Naval  Academy  instead  of  the 
Massachusetts  Institute  of  Technology.  But  the  principle  of  per- 
manence in  engineering  work,  which  had  been  made  an  important 
element  in  the  original  programme  dealing  with  this  matter,  was  not 
modified,  as  is  clearly  set  forth  in  General  Order  No.  27^  of  June  9, 
1909.  The  first  class  of  officers  detailed  for  instructions  m  engineer- 
ing under  the  provisions  of  Order  No.  27  was  only  assigned  a  few 
months  ago,  so  that  an  adequate  supply  of  trained  engineers  from 
this  source  can  not  be  expected  for  some  years  to  come. 
.  From  the  foregoing  it  is  entirely  evident  that  from  1882  to  1909 
special  training  m  engineering  at  the  Naval  Academy  or  in  post- 
graduate courses  was  of  a  limited  character,  and  that  during  this 
whole  period  the  post-graduate  training  in  engineering  received  by 
naval  constructors  must  have  been  necessarily  superior  to  that 
accorded  their  colleagues  in  the  line  of  the  navy — a  fact  which  is 
made  clearly  evident  by  comparison  of  the  various  schedules  of 
Naval  Academy  and  post-graduate  training  for  officers  as  contained 
in  Appendix  B. 

Record  of  training  of  members  of  construction  corps. 


Name  and  rank. 


ChieJ  eonstntetor. 

Rank  of  rear-admiral: 
W.  L.  Capps , 


Naval  congtnutoTs. 
Rank  of  captain: 

J.  H.  Llnnard 

D.W.Taylor 

A.  W.Stahl 


W.J   l^axter. 


Naval  Acad- 
emy. 


Line. 


Engi- 
neer.  I 


I  Sea  serv- 
ioe.a 


Years. 
2 


Years. 
2 


Years. 


3 


[Ecole  Polytechnlqae,  Paris,  Franoe. 
i  {Ecole  d' Application  da  G«nle  Marl- 
^  1 1    time,  Paris,  Franoe. 
(6)  3     Royal  Naval  College,  Greenwich,  Eng. 

4  I  (Professor  of  Steam  Engineering,  Pur- 
\    due  Universitv,  Indiana. 
lal  Instruction. 

]'AppUcatk>ii  dn  Qenle  Karl- 

Paris,  France. 

2  1 1  Engineering  works  on  the  Clyde  a&d 
li.   night  lectures  in  engineering, 
a  Sea  service  subsequent  to  graduation  and  prerlous  to  postgrmduftte  instruction.  *  Nont. 


PostgraduAte  instruction. 


Time. 


Years. 
3 


Place. 


University  of  Glasgow,  Scotland. 


2  '  (special  ins 

,  I  Ecole  d'A 

*  IJthne.  Pfi 

"leerii 

tit  lee 

teim 
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fUcofd  qf  training  cf  iMmben  of  eoaMtnLCtUm  eorpB — Contmued. 


Ktauandnuik. 

Naval  Acad- 
emy. 

Seaserv- 
ioe. 

Postgraduate  instruction. 

Line. 

Engl, 
neer. 

Time. 

Place. 

Rank  of  oommander: 
h.  BaQiww 

Yean. 

Yearg. 

4 
1 

1 
1 

1 

1 
1 



Years. 
2 

3 

1 
1 

u 

(•) 
<•) 

3* 

(•) 

(•) 

1 
(«) 
(•) 

(•) 

i 

) 

1 
1 

1 
1 
1 
1 
1 
1 
1 

h 

0 

3 
3 

Yeare. 

{    I 

{    I 
{    I 

{    I 
{    \ 

{    i 

{    I 

{    \ 

{    1 
{    I 

3 
3 
3 
3 
3 
3 
3 
8 
3 
3 
3 
3 
3 
3 
3 

1 

3 

(Ecole  des  Mines,  Parts,  France. 
{Ecole  d' Application  du  Oeuie  Marl- 
(    time,  Paris,  France. 

Royal  Naval  College,  Oreenwicb,  Eng. 

Ecole  des  Mines,  Paris,  France. 

Ecole  d'AppUcation  du  Oenie  Marl- 
time,  Paris,  France. 

Ecole  des  Mines,  Paris,  France. 

Ecole  d'AppUcatlon  du  Oenie  Mari- 
time, Paris,  France. 

University  of  Glasgow,  Scotlaad. 

Do. 

J.  0.  Tawreeey 

4 
3 

4 
3 
3 

4 

4 

4 
4 
4 
4 
4 
4 
4 
4 
4 

R.8tocker 

B.Snow 

O.H.Rock 

Rank    of    Ueutenant-oom- 
maader: 
T.  F.  Ruiizn 

H.  O.  OUlmor 

Royal  Naval  CoUege,  Oreenwich,  Eng- 

Unlversity  of  Olasgow,  Scotland. 
Ecole  des  Mines,  Paris,  France. 
Ecole  d'AppUcatlon  du  Oenie  Kail- 

Ume,  Paris.  France. 
University  of  Glasgow,  Scotland. 

R.  M.  Watt 

J.  D.  Beiiret 

D.  C.  Nutting 

H.  A.  Evansr. 

W.P.  Robert 

Royal  Naval  Coolege,  Greenwich,  Eng- 
land. 

Ecole  des  Mines,  Paris,  France. 

Ecole  d'AppUcatlon  du  Oenie  Mari- 
time,  Paris.  France. 

University  of  Glasgow,  Scotland. 

Ecole  d'AppUcatlon  du  Genie  Mari- 
time, Paris.  France.     ^ 

University  of  Glasgow.  Scotland. 
Do. 

Special  Instruction,  Naval  Acadeaiy. 

T.O.Roberts 

L.  8.  Adams 

8.  F.  Smith 

W.  0.  Oroesbeck 

R.  H.  M.  Robinson 

W.  0.  0uBo9e 

E.  F.  Eggert 

I  niversity  of  Glasgow,  Scotland. 
Scecial  Instruction,  Naval  Academy. 
University  of  Glasgow,  SooUand. 

Special  Instruction,  Naval  Academv. 

I'^le  d'AppUcatlon  du  Genie  Mari- 
time, Paris,  France. 

Special  Instruction,  Naval  Academy. 
{Ecole  d'AppUcatlon  du  Genie  Mari- 
time, Paris.  France. 

University  ot  Glasgow.  Scotiand. 

Technische  Hochschule,  BerUn,  Gw- 
many. 

University  of  Glasgow,  Scotiand. 

Technische  Hochschule,  BerUn,  Ger- 
many. 

University  of  Glasgow.  Scotland. 

Technische  Hochschule,  BerUn,  Qet' 
many. 

Massachusetts  Institute  ot  Teohoology. 

Rank  of  lieutenant: 

H-  WiniftniJF 

H.T.Wright 

0.  A.  Bisaet 

J.E.Bailey 

H.  M.  Oleason 

ABtUtant  naval  amttntetor. 

Rank  ta  lieutenant: 

W.  McKntee 

W.  B.  Ferguson 

J    A    SpllTHWi 

Da 

J.  A.  F*urer 

Da 

W.B.  Fogarty 

Da 

S.M.Henry 

Da 

L.  B.McBride 

Do. 

J.  W.  Woodruff 

Da 

C.  M.  Simmers 

Do. 

F.D.Hall 

li:::::::: 
J  :::::::: 

4    

Do. 

R.  P.  Schlabacb 

8.8.  Radford 

Do. 
Do. 

J.  L.  Ackers jn 

Da 

D.  R.  Battles 

Da 

R.  D.  tiatewood 

4 
4 

4 
4 

Da 

1.1.  Yat^s 

Da 

0.  C.  Westcrvelt 

C.W.Fisher 

Da 
Da 

•  None. 
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Record  of  training  of  mmben  of  eomtruUion  oorpt— Oontiiiued. 


NAme  and  rank. 

Naval  AcMl- 
emy. 

Seaaerr- 
loe. 

Postgraduate  Inttmctloii. 

Line. 

Engi- 
neer. 

Time. 

Plaoe. 

Conttnned. 

H.C.  Rlchardjon 

J.  H.  Walsh 

Yemri. 

4 

Yean. 

V.V.'.'.'.'. 

Ytart. 
3 
8 
3 
2 
2 
8 
2 
2 
2 
1 
1 
2 
2 
2 
8 

2 
2 
2 
2 
2 

J* 

2 
2 

2 
2 
2 

1 

Year9, 
3 
8 
8 
8 
8 
8 
8 
8 
8 
8 
8 
8 
8 
3 
(•) 

(•) 

lii 

(«) 
(•) 
(•) 

(•) 
{•) 

(•) 
(•) 

K.  C.  Hfunnflr,.,.,.,,,,- 

Do. 

B.  8.  Land 

Do. 

J.  Reed 

Da 

E.G.  Klnter 

Do. 

A.  H.  Vankeoran 

P.  H.  FretE 

Da 
Do. 

B.  W.  Rvden 

Da 

F.  O.  CJofeurn 

Da 

W.  P.  Druley 

Da 

J.  B.  Otterson      

Da 

C.  A.  Harrlnjrton 

H.  S.  Howard 

Da 
Da 

R.  B.  HIlHard 

Da 

grade): 
E.  6.  Fitch.... 

Da 

L.  8.  Border 

Da 

J.  C.  8weeney 

Da 

J.  O.  Gawne 

Da 

A.  B.  Court 

Da 

A.  J.  Chantry 

Da 

W.Drake 

Da 

H.  G.  Knox 

Da 

L.  M.  Atkins 

Da 

Bnsigva: 

A.  W.  Frank 

Da 

P.  G.  Lfanman.......... . 

Da 

R.  T.  Hanson 

Da 

Mtdahljpman: 

J.  <;.  Hnnwkw 

Da 

a  Now  under  fnstmotion. 
Summary  of  training  for  Constntction  Corp$, 

Pour  memberR  received  post-graduate  inBtruction  at  the  Royal  Naval  College, 
Greenwich,  England. 

Ten  members  received  po.-^t-graduate  inRtruction  at  the  Ecole  dee  Minee  and  Ecole 
d' Application  du  Genie  Xfarilime,  Parifi,  France. 

Eleven  members  received  post-graduate  instruction  at  the  University  of  Glasgow, 
Scotland. 

Three  members  received  poat-graduate  instruction  at  the  University  of  Glasgow, 
Scotland,  and  the  Technische  Hochschule,  Berlin,  Germany. 

Forty-two  members  have  received  or  are  receiving  post-graduate  instruction  at  the 
Massacnusetts  Institute  of  Technology,  Boston,  Mass. 

Four  officers  of  the  line  (3  ensigns  and  1  midshipman)  are  also  under  instruction. 

One  member,  after  serving  four  years  as  professor  of  engineering  at  a  western  uni- 
versity, subsequent  to  graduation  at  the  Naval  Academy,  receiveda  special  course  of 
instruction  under  a  member  of  the  construction  corps  at  the  Naval  Academy.  Four 
other  members  received  special  instruction  at  the  Naval  Academy,  finishing  Hieit 
couisee  under  headings  as  above. 

The  above  courses  varied  from  two  to  four  years  in  length,  the  majority  being  three 
yean. 

Eleven  officers  took  the  special  engineering  course  at  the  Naval  Academy  prior  to 
graduation.  All  officers,  during  their  course  of  instruction  at  foreign  universities  and 
at  the  Massachusetts  Institute  of  Technology  were  given  unusual  fcilities  for  visiting 

Svemment  dockyards,  private  shipbuilding  yards,  and  other  technical  establishments, 
e  greater  part  of  the  regular  vacation  period  between  college  terms  being  devoted  to 
■uch  work. 


i 
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TJpoD  completion  of  their  post-graduate  training,  all  officers  of  the  Construction 
Corps  have  been  assigned  to  duty  at  navy-vards  or  private  shipbuilding  yards,  where 
there  was  ample  opportunity  for  increasea  practical  experience  in  Hieir  professional 
work.  In  fact,  the  actual  practical  experience  of  officers  of  the  Construction  Corps, 
in  shipyard  work,  including  design  and  construction  of  ships,  construction  and  instal- 
lation of  electric  and  other  auxiliaries  under  cognizance  of  the  Bureau  of  Construction 
and  Repair,  shop  management,  establishment  and  maintenance  of  power  plants  under 
the  bureau,  and  general  layout  and  installation  of  shop  tools  in  shops  under  the 
bureau's  cognizance,  has  been  extensive  and  more  or  less  continuous.  These  officers 
are  thus  afforded  a  d^ee  of  practical  experience  in  their  professional  work,  including 
a  laige  d^ree  of  engineering  work,  impossible  of  attainment  by  officers  of  anything 
like  equal  length  of  service  m  the  line  of  the  Navy,  even  though  the  shote  auty  (S 
such  officers  should  have  been  continuously  devotea  to  engineering  work. 


Appendix  B. 

NATAL  ARCHITECTUBB. 

CbURSE  FOR  NAVAL  OONSTRUCTORS. 

The  Massachusetts  Institute  of  Technology  has  been  selected  by 
the  United  States  Department  of  the  Navy  to  give  professional 
instruction  to  officers  aesignated  for  the  corps  of  naval  constructors. 
For  the  satisfactory  completion  of  this  course  the  degree  of  master  of 
science  is  given. 

In  arranging  this  course  the  objects  sought  are  the  addition  to  the 
training  already  obtained  at  the  Naval  Academy  of  those  subjects 
which  are  peculiar  to  naval  architecture,  and  sucli  an  extension  and 
rounding  out  of  that  training  as  will  best  enable  a  naval  constructor 
to  meet  the  varied  and  exactmg  demands  of  his  official  position.  The 
course  includes  all  the  theoretical  naval  architecture  of  the  regular 
four-year  course,  together  with  lectures  on  advanced  or  special  sub- 
jects relating  to  naval  architecture.  Other  subjects  selected  from 
the  regular  course  are  marine  engineering,  steam  engineering,  steam 
turbines,  and  apphed  mechanics.  Throughout  the  three  years  instru- 
tion  is  given  in  war-ship  design  by  means  of  lectures  and  drawing. 
The  course  is  broadened  and  strengthened  by  courses  on  sanitation, 
foundations,  metallurgy,  and  metallography.  A  thorough  course  is 
given  in  electrical  engmeering,  with  adequate  training  in  physical  and 
electrical  engineering  laboratories.  Lectures  and  laboratory  work 
are  given  on  paints,  oils,  and  other  organic  materials  used  on  ships. 
Lectures  will  oe  given  from  time  to  time  by  naval  constructors  and 
other  eminent  speciaUsts  on  subjects  pertaining  to  the  practice  of 
shipbuilding. 

The  first  and  second  years  of  the  following  schedule  of  the  course 
for  naval  constructors  correspond,  respectively,  to  the  third  and  fourth 
years  of  Course  XIII;  the  third  year  corresponds  to  graduate  work 
m  other  departments  and  leads  to  the  degree  of  master  of  science. 
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JUNIOB  YXAR^ 


Honn 
olex- 


of«x- 

erdtft. 


N»v»l  archlteotiire  (901) 

Theory  of  warship  design  (916) 

Wanhip  design,  preliminary  work  (920), 
Advanced  calculua  and  geometry  (36) . . , 

Applied  mechanics  (65) 

Hydraulics  (340) 

Bteam  engineering  (886) , 

Teobnlcalchemlstry  (635) , 


15 
30  , 
105  I 
60 
30 
15 

45  ' 


ll 


Naval  architecture  (901) , 

Theory  of  warship  design  (916).. 

Warship  design  (930) 

Ditferentlal  equations  (44) 

Applied  mechanics  (71) 

Precision  of  measurements  (772). 

Steam  engineering  (386) 

Chcmicallaboratory  (636) , 

Metalluisy  (443) 


30 

90 

ao 

45 

10 
U 
90 
46 


SENIOR  YBAR.» 


Naval  architecture  (902) 

Theory  of  wanihlp  design  (916) 

Warship  design  (921) 

Applied  mechanics  (81) 

Dynamics  of  machines  (401) , 

Hydraulics  (340) 

Bfeknents  of  electrical  engineering  (666). 

Standardizing  laboratory  (689) 

Principles  of  sanitation  (756) , 


Stcond  ttTWm 


Naval  architecture  (902) 

'  Theory  of  warship  design  (916) 

,  Warship  design  (921) 

I  Internal  combustion  engines  (389) 

Engineering  laboratory  (397) 

Alternating  currents  (666) 

I  Electrical  engineering  laboratory  (604).. 

I  Metallurgy^ iron  (443) , 

'  Least  squares  (49) 


00 
20 
00 
46 
46 
46 


GRADUATE  YBAR.e 


FirHterm. 

Theory  of  warship  design  (917) 

Warship  design  (922) 

Marine  engines  (913) 

Heating  and  ventilation  (416) 

Dynamics  of  machines  (401) 

Engineering  laboratory  (397) .' . . . 

Theory  of  structures  (347) 

Alternating  current  machinery  (GoO) . . 
Electrical  engineering  laboratory  (694) 
Memoirs  (9^ 


Second  term. 

Hydrodynamics  (51) 

Theory  of  warship  design  (917) 

Warship  design  (922) 

Marine  engines  (913) 

Alternating  current  machinery  (650).., 

Electrical  engineering  (G80) 

Electrical  engineering  laboratory  (OM) 

Engineering  laboratory  (304) 

Thesis. 


ao 

90 
90 
30 
16 
SO 
00 


•  The  three  yean  of  this  oonrse  correspond  respectively  to  the  third,  fourth,  and  graduate  yeacs  of  Ooorat 

xm. 

»  For  1900-10  only, 
e  For  1909-1911  only. 

The  course  in  naval  architecture  and  marine  engineering  provides 
instruction  in  the  theory  and  methods  ()f  designing  and  Duilding 
ships,  together  with  a  study  of  the  properties  requisite  for  safety  and 
steadiness  at  sea.  It  aims  to  furnish  a  well-roimded  training  for 
those  who  expect  to  he  shipbuilders,  ship  designers,  ship  managers, 
or  marine  engine  builders,  or  who  desire  to  enter  allied  industries. 
Like  all  the  courses  at  the  institute,  it  gives,  in  addition  to  a  pro- 
fessional and  technical  training,  a  good  scientific  and  liberal  education. 

In  addition  to  the  literary,  mathematical,  and  scientific  studies 
requisite  for  a  general  training  and  for  preparation  for  the  special 
work  of  the  course,  instruction  is  given  in  mechanism,  thermody- 
namics, applied  mechanics,  hydraulics,  steam  engineering,  steam 
turbines,  and  marine  engineering.  It  is  believed  that  a  proper  co- 
ordination of  the  design  of  a  steamship  and  its  propelling  machinery 
can  be  attained  only  by  a  naval  constructor  who  is  lamiliar  with  botn 
branches  of  his  profession. 

In  the  third  year  of  the  course,  lectures  are  given  on  the  methods  of 
building  ships  of  wood  and  of  steel,  on  the  methods  of  computing  the 
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displacement  and  stability  of  ships,  the  theory  of  waves,  the  rolling 
of  ships,  and  on  such  special  problems  as  launching  anddockijig.and 
flooding  compartments.  In  tne  fourth  year  the  lectures  treat  oi  the 
strengtn  of  ships,  resistance  and  propulsion,  and  steering  and  ma- 
neuvering; and  also  of  ventilation  aiiid  drainage  and  the  adjustment  of 
compasses.  The  lectxires  are  accompanied  by  two  or  three  exercises 
a  week  in  drawing,  in  which  the  students  learn  how  to  make  the  cal- 
culations and  constructions  described  in  the  lectures,  and  apply  them 
to  the  design  of  a  shij)  for  a  special  purpose. 

The  work  in  apphed  mechanics  and  steam  engineering  is  accom^ 
panied  by  a  full  course  in  the  laboratories  of  engineering  and  applied 
mechanics.  In  the  mechanical  laboratories  instruction  is  given  in 
forging,  chipping  and  filing,  and  machine-tool  work. 

A  student  who  has  completed  the  course  in  mechanical  engineering 
or  an  equivalent  course  at  another  college  will  be  enabled  on  applica- 
tion to  complete  Course  XIII  in  one  year,  with  opportunity  for  col- 
lateral work  in  electrical  or  other  lines. 


SECOND  YEAB. 


Houn 
ofex- 


Homt 
ofez- 


FirttUrm. 

Meobanism  (361) 

l£6cbanlcal  eogtneerixig  drawing  and  ma* 
ohizw  drawing  (373,376) 

MetaUureyofinm(441) 

For«lng(127) 

Matb«Datics  (30) 

Physics:  mecbanics,  wave  motion,  elec- 
tricity (770) 

English  literature  (160) '..'..'. '.. 

European  history  (173) 


Seeondterm. 

Ship  construction  (900) 

Applied  mechanics  (60) 

]tfechanism  and  valve  gears  (361) 

Mechanical  engineering  drawing  and  ma- 
chine drawing  (373, 376);  sur\'eying  (304) 

Mathematics  (3 1) 

Physics:  electricity,  optics  (770) 

Physical  laboratory  (773) 

Precision  of  measurements  (772) 

Englidi  literature  (150) 


20 
45 

80 

76 
45 
76 
30 
10 
30 


THIRD  YEAR. 


FirHterm. 

Naval  architecture  (901) 

Ship  drawing  and  design  (910) 

*  Staam  engineering;  thermodynamics  (386) 

Mathematics  (40) 

Physics:  Heat  (771) 

Physical  laboratory  (774) 

Applied  mechanics  (65) 

Hydraulics  f  331) 

Political  economy  (190) 

General  studies  (see  page  106). 


Second  t€m. 

Naval  architecture  (901) 

Ship  construction  (900) 

Ship  drawing  and  design  (910) 

8 team  engineering  (385 ) 

Engineering  laboratory  (396) , 

Chipphig  and  filing  ( 130)  and  forging  ( 127) 

Appfied  mechanics  (71 ) 

Bustoess  law  (186) 

General  studies  (see  page  106). 


30 
20 
60 
60 
15 
00 
45 


FOURTH  YEAR. 


Firattem. 
Naval  architeetuie  (902) 

30 
80 
25 
30 
60 
20 
45 
30 
16 
30 
60 

Seeondterm. 
Naval  architecture  (902)  . .        .    . 

30 

»h{ndA!ilgn(011) *.   ,„.',     , 

120 

Model  mSng  (930) 

Marine  engines  (913)   ... 

45 

Ventilation  and  drainage  (914) 

Marine  AngineMintr  drawing  (91 2) 

90 

AppltoH  nhATTiL^try  (tM\)     , 

16 

Pynamfcs  of  m«cbl«es  (40i) , . . . 

Engineering  laboratory  (397,781) 

60 

Applied  mechanics  (81  )\ . . ! 

Machine-tool  work  (138)       .         

60 

Electrical  enc^eering  (683) 

Thesis. 

Elwtrical  engineering  laboratory  (690) 

Foundry  (12.'0 

Machine-tool  work  (133) 
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Time  assigned  to  various  subjects  during  four-year  course  at  the  Naval  Academy. 
[From  Naval  Academy  Register  for  1009-10.] 


First 
year. 

Second 
year. 

Third 
year. 

Fourth 
year. 

Total 
for  four 
years. 

Percent 
oftotaL 

Recitation  periods  (one  hour  each)  during  aca- 
demic Tear: 
Mathematics 

Hourt. 

192 
128 
96 
224 

Hwn. 

160 
64 
96 
96 
96 

HouTt. 

AMIff. 

J7oiirt. 

352 

192 

238 

320 

96 

128 

272 

176 

112 

•  160 

160 

32 

13 

Houn. 
15.6 

English,  history,  and  law 

8.5 

I/anguages ...                   

32 

14 

10.6 

Mechanical  drawing 

14.2 

iPhysics  and  chemistry 

4.3 

Beamanshtp 

64 
112 

32 
112 

90 

64 

64 
112 
144 

64* 

06 
32 
13 

5.7 

Marine  engineering 

48 

12.1 

Navigation 

7.8 

Mechanics* 

5.0 

Electricity 

7.1 

Ordnanc*  and  gunnery 

7.1 

Naval  construction.. .'. 

L4 

Naval  hygiene 

.6 

Total 

640 

5G0 

512 

638 

2,251 

•  About  40  per  cent  of  this  time  Is  spent  In  the  electrical  engineering  laboratory. 


Time  assigned  to  various  subjects  in  the  three-year  post-graduate  course  for  naval  oon- 
struetors  at  the  Massachuutts  Institute  of  Technology. 

[From  catalogue  of  December,  1900.] 


Subject. 


First 
year. 


Second 
year. 


Third 
year. 


Total 
three 
yean. 


Percent 
of  total. 


or  lecture  periods  (1  hour  each): 


Mechanics,  hydraulics,  and  hydrodynamics.. 

Naval  construction  and  war-ship  design 

Mechanical  drawing 

Chemistry 

Chemical  laboratory 

Physical  laboratory 

Steam  and  marine  engineering 

Internal-combustion  engines 

Engineering  laboratory 

Electrical  engineering , 

Electrical  engineering  laboratory 

Heating  and  ventilation , 

Sanltauon  of  ships.. 


Hourt. 
90 
90 
330 


Houn. 
20 


300 


Howt. 


20 
240 


Houn. 
110 
170 
870 


Houn. 
4.9 
7.6 
38.0 


20 
20 
60 
105 
75 


140 


Metallurey  and  metalography 
d  theory  of  sir 


Foundations  and 
Thesto.... 


structures. . 


45 


120 
90 
70 
15 


60 


45 

90 

10 

220 

20 

180 

195 

145 

15 

15 

90 

60 


2.0 
4.0 

a4 

9.9 
0.9 
8.1 
8.7 
6.5 
0.7 
0.7 
4.0 
2.7 


Total. 


760 


720 


755 


2,235 
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Time  assigned  to  various  subjects  at  Naval  Academy  during  four-year  course  for  naval  cadets 
of  the  line  and  engineer  divisions  just  before  amalgamation  of  line  and  engineers. 

[From  Naval  Academy  Register  for  1806-00.] 


Subject 

Fint 
year. 

Second 
year. 

Third 
year. 

Fourth  year. 

Total,  four 
years. 

Per  cent  of 
total. 

Line. 

Engl- 
necrs. 

Line. 

Engi- 
neers. 

Line. 

Engt- 
neers. 

Recitation  periods  (1  hoar 
each)  during  academic  year: 

Mathi^matics 

English,  history  and  law . 

MeCHflmW)  dniiHng. . . . . 

Hours. 
176 
160 
164 

Hour$. 

160 
06 
80 

200 
80 

J7ottr«. 
148 
32 
64 
64 
64 
32 
06 
32 

J7oiir«. 
48 
82 

Eowt, 

48 

8 

Eowt. 
532 

320 
306 
264 
144 
80 
06 
ICO 
128 
112 
64 
8 

B0W9. 

532 
206 
308 
264 
144 

32 
428 

32 

"    'ii2* 

64 
8 

Eours. 
23.0 
14.5 
13.0 
11.0 
6.5 
3.6 
4.3 
7.2 
5.8 
5.1 
2.0 
0.4 

fTourt. 
23.0 
18.4 
13.0 

U.O 

FhysioB  and  chemistry . . 

M 

flfamaiwhip ...     , ,    ' .  r  - 

48 

""Its' 

128 
48 
64 
8 

■**332* 

48' 

64 

8 

If  Mine  f^tpne^ng ...... 

10.8 

Navigation .". 

1.4 

Ordnance 

Bleotrlcal  engineering . . . 

64 

5.1 

Naval  oonstniction .  T. . . . 

2.0 

Physiology  and  hygiene. 

0.4 

600 

616 

506 

604 

608 

2,216 

2,220 

* 

Appendix  C. 

Power-operated  auxiliary  machinery  ofl  horsepower  andabovCt  outside  propelling  rruuikinr 
try  and  distiller  spaces  on  the  flagship ^  United  States  Atlantic  Fleet,  as  per  specifications 
plus  changes  being  made  or  ordered. 


Bureau. 


Construction  and  Repair. 


Auxiliary. 


Steam  auxUiarUt. 

Steering  gear 

Windlass 

EUetrkal  ataeafarUt. 

[Motors,  controlling  appliances,  and  mech- 
anisms.] 

12-Inch  turret  turolnf;  gear 

12-lnch  turret  turning  gear 

8-inch  turret  turning  gear 

8-lnch  turret  turning  gear 

Boat  cranes 

Deck  winches 

Chain  hoists  (ammunition) 

Ammunition  conveyors 

Whip  hoists  (ammunition) 

Fresn-WBter  pumps 

San  I  tnr y  pumps 

Laundry  macnrnery 

Power  doors  and  hatches 

Ventilating  fans 


Number. 


4 

aA 

8 

o8 

4 

6 

26 

4 

66 

2 

2 

1 

47 

33 


157 


Rated 
horse- 
power. 


400 
400 


35 

10 

15 

5 

30-50 

25 

3 

4 

3 

2 

3 

8 

1 

1-12 


Total 
horse- 
power. 


400 
400 


140 
40 

lao 

40 

160 

150 

78 

16 

18 

4 

6 

8 

47 

127 


1,754 


•Hav«  bMD  or  will  bei  nstalled. 


*  Have  been  or  will  be  removed 
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Power-operated  aimUary  madninery  of  1  horeepower  and  abave^  ouUide  jnopdUn^  mathu^ 
eruand  dietUler  epaeee  on  theftoffMp.  UnUed Stake  AUantie Fleet,  ae  per  epee^fieatione 
plue  dumgee  being  made  or  ordered— Continued. 


Boreaa. 

Auxiliary. 

Number. 

Rated 
hone- 
power. 

Total 
hdrse- 
power. 

EaaiDBent.... 

ateomausmaHet. 
GcneratiDgsets... 

S 

•  2 
a* 

•  4 

as 
»1 
»2 
ft2 
»3 
M 
»1 
*1 

UO 
38 

? 

2 
2 
1 
2 

1,200 
76 

S3eeMeal9Uxaiarie», 
H-bSah  turning-motor  generators 

34 

92 

flinch  elevatln^'Diotor  e^n^ratoiv. ........ 

38 

Wireiess>niotor  generators 

15 

(liin«(lrin0L.motor  ireDeratorB. .............. 

Telephone-motor  generators 

Interior  oomir  motor  ffeneraton. ......r.... 

D ish washer 

Potato  peeler. 

SUeMeelauxiUariet. 
12-lnch  ammunition  hoists 

36 

1,473 

4 
4 

4 
8 
8 
8 

1 

66 

8 
10 
17 

5 

220 

.••.-• 

12-lnch  elevatlne  cear 

82 

12-lnch  rammer 

40 

^inch  ammunition  hoists. 

186 

8>lnch  elevatine  eear 

40 

8»lnch  ramnier^-r-  ,r Tr,-^ 

28 

Air  compressor 

80 

Steam  auxmariet, 
loo  machine ..,.,-.,, ,^,,,,, 

87 

676 

RtMin  flDffiiifnrliiff. 

2 
7 

85 
17* 

70 

EUeMeatauxmartei.  * 
'WArVxhni)  machine  tools .....^.  .......... 

18 

amcMAKT. 

[When  authorised  ohanna  havahaaaoom- 

Steam  auxlliariea: 

Squlpment 

0 

88 

8 
2 
2 

150 

IS 

1,200 
800 

Construction  and  Rei>alr. « 

Steam  Engineering. • 

70 

Electrical  auzlUaries:e 

Constnictlon  and  Repair. -.r.r........ 

12 

2,070 

140 
87 
10 

7 

PereeiU. 

5 
3* 

086 

Ordnance     .          ...'. 

£76 

Equipment 

83 

Stnam  Entrineerl ne. «.....«,,....-.... 

18 

203 

' 

1,568 

a  Have  heen  or  will  he  removed. 
Mlave  been  or  will  \ie  Installed. 

e  Per  cent  of  total  horsepower:  Biiraau  of  Construction  and  Rapativ  60; 
of  Equipment,  2;  Bureau  of  Steam  Engineering,  1. 


87;  Bureau 


Appendix  D. 

Navy  Department, 

Wdshin^on, , . 

Sir:  I  wish  you  would  consider  and  give  me  your  views  with 
regard   to   the  proposition  that  the  Bureaus  of  Construction  and 
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Repair,  Steam  Engineering,  and  Equipment  be  consolidated  under 
one  head,  the  matter  of  furnishing  coal  and  other  current  supplies 
to  be  transferred  to  the  Bureau  of  Supplies  and  Accoimts,  and 
other  necessary  incidental  chane:es  made. 

The  three  bureaus  first  named  have  to  do  with  the  construction 
and  fitting  out  of  vessels — in  one  word,  the  material  of  a  ship. 

it  is  an  integral  work.  When  a  contract  is  made  for  tne  con- 
struction of  a  snip,  it  is  given  to  one  builder.  It  is  not  given  part 
to  a  constructor  of  hulls  and  part  to  a  steam-engineering  manu- 
facturer, and  a  part  to  an  electrical  firm.  Whatever  various  trades 
enter  into  the  work  are  all  under  one  head. 

Private  shipyards,  which  build  the  largest  ships,  are  run  on  the 
integral  system.  It  is  inconceivable  that  any  private  business 
enterprise  would  be  left  under  the  administration  of  three  heads, 
frequently  pulling  apart. 

One  objection  to  the  present  system  is  the  inevitable  friction 
which  seems  to  be  unavoidable  among  the  heads  of  bureaus.  I 
have  been  very  much,  and  unhappily,  struck  with  the  frequent  dis* 
agreements  between  bureaus,  often  involving  apparently  personal 
feeling,  resulting  from  question  as  to  the  strict  limits  of  their  respec- 
tive authorities  and  responsibilities.  Delays  result.  Insteaa  of 
harmonious  cooperation,  heads  of  bureaus  stand  off  upon  their 
claims  of  right  and  appeal  through  written  communications  to  the 
Secretary  as  the  head  of  the  department,  so  that,  frequently,  mat- 
ters which  a  five  minutes'  conversation  ought  to  settle  are  drawn  out 
in  the  red  tape  of  communications  which  are  referred  back  and  for- 
ward through  the  Secretary.  I  know  the  chiefs  of  these  bureaus  to 
be  men  of  me  very  highest  merit  and  competency,  so  that  any  fault 
in  the  respect  above  stated  must  be  that  of  the  system,  and  the 
remedy  foimd  in  reorganization. 

A  consolidation  such  as  is  suggested  ought  to  secure  greater 
economy.  At  present,  during  the  construction  of  a  ship  at  any  ship- 
yard, each  bureau  has  its  separate  inspector  and  sometimes  a  number 
of  inspectors.  If  the  bureaus  were  consolidated,  it  is  believed  that 
in  many  cases  one  inspector  could  superintend  the  work  which  is  now 
done  by  two  or  three. 

Each  bureau  now  bus  its  own  corps  of  officers — duplication  and  tripli- 
cation. One  bureau,  even  with  additional  duttes,  can,  of  course,  be 
run  far  cheaper  than  three  bureaus,  and  a  great  saving  made  by  the 
reduction  of  the  working  force,  and  insuring  an  enormous  saving  of 
money,  especially  in  our  navy-yards,  both  in  the  clerical  and  mechan- 
ical departments. 

It  would  secure  greater  efficiency  and  promptness.  Under  the 
present  system,  one  oureau  brings  its  work  to  a  point  for  another, 
which  is  not  ready  for  it.  There  is  a  lack  of  that  adaptation  and 
harmony  of  movement  which  one  head  could  secure. 

As  a  matter  of  principle  in  oi^anization,  it  seems  that  such  a  con- 
solidation would  be  attended  with  more  unity,  directness,  and  effi- 
ciencyy  reduce  the  force,  and  relieve  olKcers  for  other  duty. 

The  personnel  bill  has  abolished  the  Engineer  Corps,  so  that  there 
are  no  longer  any  engineers  as  such;  and  the  fact  that  hereafter  all 
officers  coimected  with  construction,  engineering,  or  equipment  will 
be,  and  to  a  large  extent  are  now,  graduates  of  the  Naval  Academy, 
and  therefore  molded  by  a  common  education  and  professional 
spirit,  would,  a  year  or  two  from  now,  which  is  as  soon  as,  if  author-* 
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ized  by  legislation,  it  can  go  into  effect,  make  this  change  largely 
free  from  any  objections  of  a  personal  nature  that  otherwise  might 
attend  it. 
Please  give  me  your  views. 

Respectfully,  J.  D.  Long, 

To  the  BumAUs  or  Construction  and  Eepaib, 

Steam  Engineering,  and  Equipment. 


Washington,  D.  C,  September  17, 1899. 
Sir:  1.  I  have  given  very  careful  consideration  to  the  letter  of  the 
honorable  Secretary  of  the  Navy,  received  by  me  Jime  25,  1809, 
upon  the  proposition  that  the  bureaus  of  Construction  and  Kepair, 
Steam  Engineering,  and  Equipment  should  be  consolidated  under  one 
head,  the  matter  of  fumisliing  coal  and  other  current  supplies  to  be 
transferred  to  the  Bureau  of  Supplies  and  Accounts,  ana  other  nec- 
essary incidental  changes  made.  Tliis  question  is  an  important  one 
and  requires  much  careful  consideration  from  every  point  of  view. 

2.  Our  present  bureau  system  was  established  in  1842  and  is  in 
manv  resj)ects  an  ideal  one.  An  organization  consisting  of  a  single 
heacL  the  Secretary,  who  has  the  work  of  his  department  apportioned 
out  between  a  number  of  subordinates,  each  specially  qualified  to 
handle  the  business  assigned  him,  would  seem  to  be  a  natural  and  log- 
ical arrangement,  strictly  analogous  to  that  found  in  all  large  corpo- 
rations and  calculated  to  give  very  satisfactory  results.  1  believe 
that  in  principle  this  organization  can  not  be  improved  upon.  I  will 
show  later  that  it  succeeded  a  diflferent  organization,  which  followed 
in  many  respects  the  English  system  of  a  Board  of  Admiralty  and 
proved  ill  adapted  to  the  conditions  existing  in  the  United  States 
Navy. 

3.  I  beheve  that  the  objections  to  the  present  organization,  espe- 
cially the  friction  and  clashing  between  bureaus,  which  the  present 
Secretary  finds  so  obnoxious,  arise  entirely  from  the  fact  that  the 
duties  are  not  apportioned  between  the  bureaus  in  a  natural  and 
logical  manner  and  with  a  view  to  avoiding  division  of  authority  and 
responsibility.  The 'assignment  of  the  duties  of  the  various  bureaus 
is  entirely  in  the  hands  of  the  Secretary,  and  much  trouble  has  arisen 
in  the  past  from  the  fact  that  various  secretaries  have  curtailed  the 
duties  of  one  bureau  and  added  to  those  of  others.  While  this  is 
Uable  to  cause  trouble,  I  do  not  believe  that  it  is  necessarily  an  un- 
mixed evil  from  the  point  of  view  of  the  Secretary,  since  when  such  a 
state  of  affairs  exists  it  is  necessary  that  each  bureau  exert  itself  to  the 
utmost  in  order  to  carry  on  its  work  in  the  best  possible  manner; 
otherwise  it  will  have  little  ground  to  expect  that  tne  Secretary  will 
favor  it  by  way  of  increasing  its  authority  or  responsibility. 

4.  In  one  sense  of  the  word  the  three  bureaus  under  discussion  are 
already  consolidated  under  one  head,  the  Secretary  of  the  Navy;  but 
I  imderstand  that  tlie  suggestion  to  be  given  consideration  is  that  of 
consolidation  under  one  teclmical  head.  I  believe  that  the  time  is 
lipe  to  be^n  such  a  consolidation  at  least,  even  if  it  is  not  immediately 
completed.  From  one  point  of  view  tI«rro  can  be  very  little  question 
that  the  results  will  be  beneficial,  and  that  is  as  regards  the  work  at 
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navy-yards.  I  have  prepared  a  statement  (Appendix  A)  giving,  from 
reports  from  the  tliree  largest  yards,  ihe  number  of  skilled  workmen 
imder  the  foremen  of  the  three  departments,  Construction  and  Kepair, 
Steam  Engineering,  and  Equipment.  These  are  roughly  compared  by 
trades,  and  while  not  in  full  detail  the  table  indicates  correctly,  in  a 
general  way,  the  relations  of  the  department  as  regards  trades.  It  is 
very  evident  that  the  employees  covered  by  the  above  could  be  con- 
soHdated  under  one  mechanical  head,  with  a  reduction  in  the  total 
force  of  foremen  and  clerks,  and  undoubtedly  greater  economy  and 
efiBciency  in  carrying  on  the  work. 

5.  In  view  of  the  circumstances  indicated  by  Appendix  A,  there 
have  been  from  time  to  time  propositions  to  consolidate  shops  at 
the  navy-yards.  For  instance,  to  put  all  machine  shops  under  one 
department;  other  departments  needing  machine-shop  work  to  have 
it  done  in  the  one  shop.  Such  an  arrangement  is  utterly  contraiy  to 
the  fundamental  principle  necessary  to  produce  satisfactory  results. 
viz,  that  a  responsible  nead  of  department  should  have  full  control 
over  aU  work  done  under  him.  Such  a  consohdation  would  be  about 
as  reasonable  as  a  consolidation  of  the  clerical  force  of  several  bureaus 
in  the  Navy  Department  under  one  bureau. 

6.  The  question  of  consohdation  of  the  three  bureaus  presents  a 
diif erent  aspect  in  considering  the  Bureau  of  Equipment,  for  instance, 
from  that  shown  in  considering  the  Bureau  of  Steam  Engineering. 
Consider  first  the  Bureau  of  Equipment.  Thirty  years  ago  the  duties 
of  the  Bureau  of  Equipment  and  Recruiting  (as  it  was  called  at  that 
time)  were  much  more  largely  in  the  direction  of  personnel  than  of 
technical  work.  In  1867  the  mechanical  work  of  the  Bureau  of 
Equipment  and  Recruiting  was  confined  to  the  supply  of  rigging, 
blockis,  sails,  anchors,  and  cables  for  ships,  and  theu*  manufacture, 
to  some  extent,  on  shore;  in  other  words,  the  Bureau  of  Equipment 
had  no  mechanical  work  aboard  ship  except  that  done  upon  a  ship 
practically  completed  in  other  respects.  It  supplied  sliips  with  fuel 
and  had  entire  control  of  the  enlisted  men  in  the  navy,  rendezvous 
and  receiving  ships.  It  will  be  seen  that  then  the  duties  of  the  Bureau 
of  Equipment  formed  a  logical  and  consistent  group.  At  present  its 
duties  are  of  an  exceedingly  heterogeneous  nature.  It  has  a  small 
amount  of  mechanical  work  in  connection  with  the  manufacture  of 
rope,  anchors,  cables,  etc.  This  work  is  of  much  less  relative  impor- 
tance than  in  the  case  of  the  older  ships,  with  full  sail  power.  It 
also  has  charge  of  dynamos  and  electric  lighting  on  board  ship,  and 
interior  means  of  signal  communication.  Coupled  with  this  mechan- 
ical work,  it  has  under  it  the  Hydrographic  Office,  the  Naval  Ob- 
servatory, Nautical  Almanac  and  Compass  offices,  and  although  not 
clearly  indicated  by  the  definition  of  its  duties  it  has  chaige  of  the 
purchase  of  coal  for  the  navy.  In  other  words,  when  Secretary 
Whitney  changed  the  duties  of  bureaus  with  a  view  to  giving  the 
Bureau  of  Navigation  control  of  all  matters  of  personnel,  the  Bureau 
of  Equipment  was  deprived  of  the  principal  ana  most  important  part 
of  its  duty,  and  instead  of  being  abolished  was  ^ven  a  miscellaneous 
lot  of  duties  having  little  or  no  logical  connection  with  one  another. 
The  mechanical  work  which  it  handles  is  very  small  in  amount  com- 

Sared  with  the  mechanical  work  of  the  Bureau  of  Construction  and 
lepair  or  the  Bureau  of  Steam  Engineering.    Practically  all  of  it 
21395-10 32 

Digitized  by  VjOOQ  IC 


498  PEOPOSBD  BBOBGANIZATTON  OF  NAVY  DEPABTMBNT. 

must  be  done  in  combination  and  concurrence  with  the  Bureau  of 
Construction  and  Repair,  since  that  bureau  must  provide  a  place 
for  the  dynamos,  ventilate  the  dynamo  room,  provide  the  founda- 
tions for  the  dynamos,  assist  in  laying  out  and  locating  all  electric 
lights  and  leacls^  and  run  all  spealdng  tubes.  In  connection  with 
anchors  and  chams,  rigging  and  sails,  there  is  a  similar  close  contact. 
This  is  an  objectionably  close  intermingling  of  duties,  and  the  Bureau 
of  Construction  and  Repair  could  do  the  whole  mechanical  work  of 
the  Bureau  of  Equipment  with  no  more  time  and  attention  from 
the  officers  of  the  Construction  Corps,  and  skilled  employees,  such  as 
draftsmen  and  foremen,  than  is  now  required  to  do  the  work  which 
it  does  in  conjunction  with  Equipment.  An  enormous  amount  of 
correspondence  and  discussion  would  be  saved,  and  it  is  believed 
that  tne  results  obtained  would  be  no  worse. 

7.  With  regard  to  the  question  of  coal,  every  consideration  dictates 
that  its  purchase  should  be  turned  over  to  the  Bureau  of  Supplies  and 
Accounts,  like  all  other  supplies.  I  have  never  understooa  why  this 
was  not  done  at  the  time  when  the  handling  of  supplies  was  consoli- 
dated under  the  Bureau  of  Supplies  and  Accounts  by  Secretary 
Whitney.  The  supplv  of  coal,  aitnough  an  important  matter,  is  no 
more  difficult  to  handle  than  the  other  work  of  tne  Bureau  of  Supplies 
and  Accounts,  and  if  turned  over  to  that  bureau  would  undoubtedilv 
be  handled  in  a  thoroughly  satisfactory  manner.  Any  special  knowl- 
edge would  naturally  be  supphed  by  the  Bureau  of  Steam  Engineering, 
which  uses  coal. 

8.  With  the  changes  suggested  above,  the  full-fledged  mechanical 
organization  of  the  Bureau  of  Equipment  to  deal  with  a  compara- 
tively small  amount  of  mechanical  work  would  disappear;  duplication 
of  inspectors,  foremen,  and  clerks  would  be  avoided,  with  the  resulting 
economy,  and,  it  is  believed,  no  loss  of  efficiency.  A  glance  at 
Appendix  A,  for  instance,  will  make  it  evident  that  the  mechanical 
work  of  the  Bureau  of  Equipment  could  be  handled  by  the  Bureau 
of  Construction  and  Repair  without  necessitating  the  services  of  a 
single  additional  commissioned  officer  under  the  latter  bureau  at  any 
of  the  three  principal  working  yards — New  York,  Norfolk,  and  Mare 
Island. 

9.  I  may  remark  here  that  for  a  lon^  time  the  Bureau  of  Equipment 
had  no  inspectors  at  the  works  of  private  shipbuilders  in  connection 
with  the  construction  of  new  vessels.  The  superintending  constructor 
attended  to  inspection  work  for  the  Bureau  of  Equipment,  and  it  is 
but  recently  that  the  last  Chief  of  the  Bureau  of  Equipment  succeeded 
in  having  established  a  complete  organization  of  inspectors,  etc.  It 
was  not  alleged  as  a  reason  for  the  change  that  the  work  had  not  been 
properly  handled  by  the  naval  constructors. 

10.  I  trust  I  have  made  evident  mv  opinion  that  the  question  of 
consolidation,  so  far  as  the  mechanical  work  of  the  Bureau  of  Equip- 
ment is  concerned,  is  a  very  simple  and  easy  one.  The  Secretary  has 
it  in  his  power  to  effect  that  part  of  consolidation  without  action  by 
Congress,  and  it  is  respectfully  urged  that  steps  in  that  direction  he 
taken  without  waiting  for  legislation. 

11.  When  it  comes  to  the  Bureau  of  Steam  Engineering,  however. 
a  very  different  question  presents  itself.  Marine  en^eering  ana 
naval  architecture,  while  overlapping  and  interlacing  in  manv 
respects,  are  generally  regarded  as  distinct  professions,  and  there  will 
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undoubtedly  be  some  difficulty  in  combining  this  work  under  one 
head.  It  is  done  in  some  foreign  countries,  where  we  frequently  find 
one  corps  handling  the  work  wnich  is  handled  in  this  country  by  the 
bureaus  of  Construction  and  Repair  and  Steam  Engineering.  France 
is  a  notable  instance  in  point,  and  Japan  might  be  quoted  as  another. 

12.  The  question  of  this  consolidation  depends  upon  the  answers 
to  the  following  questions: 

1.  Can  there  be  selected  from  the  officers  now  in  the  service  a 
technical  corps  competent  to  handle,  as  one  corps,  the  work  here- 
tofore handled  by  two! 

2.  Can  provision  be  made  for  keeping  such  a  corps  supplied  with 
competent  officers  in  the  future! 

While  believing  that  satisfactory  answers  might  be  given  to  the 
above  questions,  I  am  inclined  to  think  that  m  view  of  the  very 
radical  changes  recently  made  bv  the  personnel  bill  it  would  not  l>e 
expedient  to  attempt  immediately  further  radical  changes  in  connec- 
tion with  the  techmcal  work  of  the  service.  I  beUeve,  however,  that 
increased  efficiency,  and  certainly  increased  harmony,  would  result  if 
a  revision  of  the  duties  of  the  bureaus  were  maoe,  by  which  the 
Bureau  of  Steam  Engineering  would  be  restricted  specifically  to  those 
in  connection  with  propelling  machinery;  all  machinery  and  mechan- 
ical appliances  not  connected  with  the  propelling  machinery  being 
handlea  by  the  Bureau  of  Construction  and  Repau*.  This  is  largely 
the  case  now,  and  to  make  it  entirely  so  would  simply  require  that 
steam-heating  appliances,  refrigerating  machinery,  and  other  such 
appliances  not  ia  the  engine  or  boiler  room,  be  turned  over  to  Con- 
struction and  Repair.  Steam-heating  appliances  are  so  intimately 
connected  with  the  hull  that  they  could  oe  handled  to  very  much 
better  advantage  by  tiie  same  people  who  handle  the.  hull  work  and 
ventilate  the  ship. 

13.  It  may  be  as  well  to  state  here  my  very  strong  conviction  that 
the  consoUdation  of  bureaus  should  necessarily  involve  one  single 
corps  or  body  of  officers  to  handle  the  work  of  the  consolidated 
bureau,  and  that  the  head  of  that  bureau  should  be  chosen  from  the 
consolidated  corps.  If  we  imagine,  for  instance,  that  the  proposition 
often  brought  forward  were  carried  out,  namely,  that  a  line  officer 
be  placed  in  general  control  of  the  bureaus  or  Construction  and 
Repair  and  Steam  Engineering,  intervening  between  the  chiefs  of 
these  bureaus  and  the  Secretary,  there  is  no  doubt  that  the  arrange- 
ment would  be  found  unworkable.  Similarly,  if  the  head  of  wie 
consolidated  bureau  were  responsible  not  to  the  Secretary  but  to 
some  line  intermediary,  or  if  he  were  chosen  not  from  the  corps  that 
handles  the  work  in  the  consolidated  bureau  but  from  tlie  line,  I 
believe  that  the  results  would  be  exceedingly  unsatisfactory  and 
that  such  an  organization  could  not  last.  It  is  upon  the  handling  of 
such  details  as  these  that  the  success  or  failure  of  consolidation 
would  depend,  and  while  I  have  no  reason  to  beUeve  that  the  Secre- 
tary would  contemplate  placing  a  line  officer  in  cliarge  of  the  con- 
solidated bureaus,  I  am  aware  that  some  such  scheme  has  been  pro- 
posed many  times  in  the  past,  and  probably  would  be  brought  for- 
ward in  Congress  or  elsewhere  in  connection  with  any  proposed  con- 
solidation, and  hence  I  have  ventured  to  set  forth  my  beUef  of  the 
undesirability  of  the  idea. 


Digitized  by  VjOOQ  IC 


500  PROPOSED  REORGANIZATION  OF  NAVY  DEPARTMENT. 

14.  I  would  like  to  make  a  few  remarks  upon  another  proposed 
method  of  reorganization  of  the  department,  advocated  by  some. 
This  is  the  establishment  of  a  boara  of  control  with  large  powers. 
For  many  years  there  was  such  a  board  in  charge,  before  the  adoption 
of  the  bureau  system.  About  1840,  however,  the  general  dissatis- 
faction with  this  organization  had  increased  to  such  an  extent  that 
Congress  and  the  department  were  casting  about  for  some  better 
system.  At  that  time  the  late  Matthew  Maurv,  then  a  junior  officer 
in  the  navy,  wrote  a  series  of  articles  on  naval  affairs,  over  the  nom 
de  plume  of  "Harry  Bluff,"  which  attracted  wide  attention.  I 
append  (Appendix  B)  quotations  from  one  of  these  articles,  dealing 
with  the  then  organization  of  the  Navy  Department  and  a  proposed 
substitute.  These  speak  for  themselves,  and  the  objections  set  forth 
to  the  then  board  of  commissioners  apply  to  any  board  of  control. 

16.  It  will  be  observed  that  the  system  advocated  by  Maury  has 
as  fundamental  features,  first,  the  concentration  of  executive  author- 
ity and  responsibility  in  individuals;  second,  the  establishment  of 
lines  of  demarcation  between  the  spheres  of  authority  of  the  various 
bureaus  in  a  logical  and  consistent  manner,  so  that  the  necessitv  for 
concurrent  action,  with  resulting  danger  of  disagreement,  would  be 
reduced  to  a  minimum.  For  instance,  it  was  proposed  that  the 
Bureau  of  Construction  should  have  entire  charge  of  the  ship  until  it 
was  launched,  and  in  that  day  ships  were  practically  completed  when 
they  were  laimched.  The  Bureau  of  Equipment  would  then  take 
chaise,  supply  the  men,  and  fit  the  ship  for  sea.  The  guns  of  those 
days  were  on  carriages  which  were  independent  of  the  hull,  so  that 
the  Bureau  of  Ordnance  had  simply  to  put  them  on  board,  and  so  on. 
I  may  point  out  here  that  the  changes  in  duties  of  the  Bureaus  of 
Construction  and  Repair  and  of  Ordnance  made  by  Secretary  Herbert 
were  such  that  the  latter  bureau  now  does  no  work  on  board  ship 
except  on  its  guns  alone.  These  changes  placed  the  bureaus  in  the 
same  relative  positions  as  regards  work  as  in  the  days  when  they 
were  first  estaolished,  and  ended  absolutely  friction  and  wr&n5:ling 
greater  and  more  acute  than  anything  which  has  been  experienced 
between  any  bureaus  under  this  administration. 

16.  The  system  of  bureaus  established  by  Congress  in  1842  was 
not  exactly  that  recommended  by  Maury,  but,  as  illustrating  the 
soundness  of  the  latter's  views,  attention  may  be  called  to  the  fact 
that  his  proposed  senior  bureau,  or  bureau  of  commissioner,  has 
almost  its  exact  coimterpart  in  the  present  Bureau  of  Navigation, 
with  the  duties  assigned  it  by  Secretary  Whitney  some  twelve  years 
ago,  or  more  than  forty  years  after  Maury  described  his  proposed 
system.  If  the  Bureau  of  Equipment  were  continued  in  (^arge  of 
the  Observatory,  Hydrographic  Office,  Nautical  Almanac,  and  other 
scientific  work,  witn  its  title  changed  to  Bureau  of  Navigation,  the 
Bureau  of  Navigation  having  its  title  changed  to  Bureau  of  C-ontrol, 
or  some  such  title,  the  organization  of  the  department  would  approach 
very  closely  that  advocated  by  the  illustrious  Maury  some  'sixty 
years  since. 

17.  In  conclusion,  I  desire  to  emphasize  my  conviction,  based  upon 
many  years'  service,  that  an  organization  involving  executive  action 
by  a  board  is  fundamentally  faulty.  I  have  served  on  many  boards 
and  seen  much  good  work  done  by  boards.  I  have  more  than  once 
seen  the  department  yield  to  some  extent  to  the  pressure  to  give 
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boards  more  authority  and  responsibility;  but  the  pendulum  invari- 
ably swung  again  in  the  opposite  direction  after  no  long  interval. 
The  reason  is  not  far  to  seek.  A  naval  board  is  often  a  good  servant; 
it  is  always  a  bad  master. 

18.  I  have  given  studj  and  personal  investigation  to  the  organiza- 
tion of  the  naval  administrations  of  the  principal  foreign  nations,  not 
only  their  nominal  orcanizations  and  systems,  but  those  actually 
doing  the  work,  often  cmferent  from  the  nominal.  It  is  impossible  to 
elimmate  the  personal  equation  from  such  questions,  and  good  men 
may  produce  better  results  under  a  poor  organization  than  poor  men 
unuer  a  good  organization,  but  I  am  finnly  convinced  that  tne  funda- 
mental principle  of  good  organization  may  be  expressed  hj  the  motto 
^*  Undivided  authority  ana  definite  individual  responsibility."  An 
organization  which  adheres  to  this  principle  is  good;  one  which 
ignores  it  is  bad.  This  was  true  when  Maury  wrote,  sixty  years  ago; 
it  is  true  to-day;  it  will  continue  to  be  true. 
Very  respectfully, 

Philip  Highbobn, 
Cfhief  Cimstructor,  U,  8.  Navy, 
chief  of  Bureau. 

The  SSCBETABT  OF  THE  NaVT. 


[Afpendix  a.] 

StaUment  of  skilled  worhmm— Schedule  B—at  New  Tarh,  Norfolk,  and  Mare  Idand, 

under  foremen^  etc. 


New  York. 

Nocfolk. 

Manlsland. 

Dedgnatlon  of  foreman  or 

Con- 
struc- 
tion 
and 
repair. 

Steam 
engi- 
neering. 

Equip- 
ment. 

Con- 
strue- 
Uon 
and 
repair. 

Steam 

engi- 

neeilng. 

^^f: 

Con- 
struo- 
Uon 
and 
repair. 

Steam 
engi- 
neering. 

Equip- 
ment. 

Shin  fitter  f outside) 

214 

156 

107 

Boiler  maker 

82 

70 

17 

Ship  fitter,  f  aside,  or  machln- 

125 

127 

94 

Macbfnijft.  . 

198 

138 

96 

Rl^^rl^l^ui 

107 

32 

"'  i2 

Ship  smith 

19 

28 

26 

Blacksmith/..' 

9 

9 

PluTnhMT.       ..  ............. 

50 

30 

CoDD^ismlth 

23 

7 

8 

iiSSS^  .....::;::::::::: 

9 

12 

Do 

21 

14 

10 

PstU^m  mftkiv 

6 

5 

9 

Do 

19 

10 

13 

Joiner 

131 
87 
29 
30 
17 
74 

127 

96 

72 
82 

Shipwright 

omj^rngn*.,. ....... ........ 

Boftt  builder 

35 

31 
10 
32 

Spar  maker 

Painter          .  ..      ... 

92 

Do 



2 

Laborer 

185 

133 

123 

Do 

7 
68 
24 

8 

26 
23 

flallmakftr      

22 

Flwr  maknr 

13 

RUmn- 

18 



9 

Total 

985 

352 

216 

885 

280 

99 

508 

153 

56 

Under  laboren  Seheduto  A  amployees  are  included. 
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The  numbers  above  are  the  average  for  the  first  three  months  of  the 
current  year,  as  taken  from  the  monthly  reports  made  the  department 
•'Showing  forc^  under  foremen,  etc." 

Owing  to  the  fact  that  the  organization  of  foremen  is  not  the  same 
at  each  jard,  and  the  trades  are  not  apportioned  to  the  various  fore- 
men in  just  the  same  manner  at  the  several  yards,  exact  comparisons 
are  difficult  to  make. 

In  some  cases  the  table  would  be  misleading  without  an  under- 
standing of  the  reports  upon  which  it  is  based. 

Thus  while  the  electrician  has  113  men  under  him  at  New  York,  it 
does  not  follow  that  these  are  all  electricians  or  doing  electrical  work. 
At  every  navy-yard  Construction  and  Repair  has  a  large  number  of 
men  engaged  in  electrical  work,  and  at  Norfolk  and  Mare  Island  cer- 
tainly many  more  than  Equipment,  but  the  majority  of  these  men, 
even  at  New  York,  are  under  tne  master  shipfitter  inside  or  machinist. 

A  table  similar  to  the  above  with  employees  classed  by  trades  and 
not  by  the  foremen  under' whom  they  come  would  illustrate  somewhat 
better  the  range  of  trades  and  numoer  of  each  trade  employed  by  the 
various  departments,  but  would  be  somewhat  cumbersome;  ^d  the 
bureau  has  not  sufficient  data  for  its  compilation. 

[ArPKMDIX  B.] 
BXTRACT8  FROM  ARTICLB  BY  MATTHBW  MAURT. 

Another  charge  under  the  head  of  ''blunders"  may  be  laid  against  a  timber  dock 
that  was  built  many  ^'ears  ago  at  Norfolk,  for  water  seasoning.  After  this  dock  had 
been  in  use  for  some  time,  it  was  thought  that  water  seasoning  impaired  the  dunbility 
of  ship  timber,  and  the  dock  was  filled  up  and  a  ship  house  built  over  it.  Not  many 
yearn  afterwards,  and  under  the  auspices  of  the  same  official  body  (whether  composed 
of  the  same  individuals  I  know  not  nor  docs  it  matter,  for  my  purpose  is  not  to^attark 
individuals  but  to  gain  for  the  service  by  showing  the  working^s  of  an  old  and  a  bad 
system,  the  benefits  of  a  new  and  a  better  one)  -  under  the  auspices  of  the  same  body, 
then,  another  timber  dock  has  been  commenced  at  Norfolk,  larger  and  more  splendid 
than  the  first.  Thousands  of  dollars  have  been  expended  upon  it;  and  it  is  not  yet 
finished.  The  work  upon  it  has  been  susp«n<ied  for  the  want  of  an  appropriation,  or 
from  some  other  cause.  Perhaps  the  same  official  body  has  again  decioed  that  water 
seasoning  does  injure  timber,  and  that  therefore  it  is  useless  to  complete  the  dock. 
«  «*«»»» 

At  whose  recommendation  soever  the  enormous  expense  of  thus  putting  up  and  pulling 
down  were  incurred,  willful  malfeasance  of  office  is  not  chargeanle  under  the  present 
system  upon  any  one.  For,  had  the  expenses  been  hundreds  of  millions  inst^^  of 
hundreds  of  thousands,  I  would  still  defy  you,  sir  to  set  before  the  public  that  officer 
at  whom  you  could  point  the  finger  ana  assuredly  say  "that's  the  man  upon  whom 
rests  the  l^lame  of  this  thine."  So  true,  and  so  applicable  under  this  system,  is  ^e 
old  aphorism  that  "in  divided  power  there  is  no  mdividual  responsibility." 

To  what  page  soever  I  turn  I  find  my  notebook  filled  with  memoranda  which  exem- 

ethe  evils  of  the  present  system.  However  distinctly  within  the  walls  of  the 
/  Department  usage  may  have  drawn  the  line  of  demariation  between  the  duties 
of  Secretary  and  navy  board,  or  however  well  it  may  be  understood  there,  you  will 
find  but  few  able  to  trace  it  out  of  that  building.  Ask  officers  of  the  navy  wnere  the 
duties  of  the  navy  board  beg^n,  or  where  its  responsibilities  end,  or  where  rests  its 
accountability,  and  no  two  will  agree  in  their  reply.  Ask  the  best  informed  citisens 
the  same  questions.  Some  will  tell  you  that  the  navv  board  is  a  power  b^iind  the 
Secretary,  sreater  than  the  Secr?tary  himself;  that  tnere  is  a  master  spirit  in  that 
board  wnicn  rules  the  navy.    Others  will  tell  you  that  the  evO  genius  of  the  navy 
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presidea  at  that  board.    Him  they  unjustly  chaii^e  with  everything  that  goes  amiflB, 
and  would  hold  responsible  for  the  present  condition  of  the  navy. 

In  no  period  of  equal  duration  have.jk8  many  improvements  been  made  in  naval 
architecture  as  there  have  been  within  the  last  forty  years.  But  on  this  side  of  the 
Atlantic  these  improvementB  have  been  mainly  confined  to  the  commercial  marine. 
As  our  merchant  ships  have  advanced  in  el^ance  of  model,  combining  the  qualities 
of  stren<{th,  capacity,  and  fleetness  in  admirable  proportions,  so  have  our  men-of-war 
receded.  The  vessels  of  this  5-knot  squadron  are  all  new  ships.  It  is  well  known  that 
the  vessels  built  by  Humphreys  and  Eckford,  before  the  present  system  came  into 
existence  or  had  fairly  fastened  itself  on  the  navy,  are  to  this  day  the  favorite  and  the 
fastest  ships  in  the  navy;  and  some  of  them  were  built  more  than  forty  years  ago. 
The  cause  of  this  is  fairly  attributable  to  the  system  adopted  in  the  na^y.  The  con- 
structor is  subordinate  to  the  navy  board,  and  the  commisRioners  may  approve,  alter, 
or  reject  the  model  which  he  is  re<][uired  to  submit  to  their  inspection. 

Is  is  well  known  that  the  commissioners  had  their  own  way  in  the  building  of  the 
Columbus,  seventy-four;  for  they  undertook  to  make  her  the  model  ship  of  her  class 
for  the  navy.  They  failed  and  produced  a  ship,  the  mast?  and  hull  of  which  alone 
cost  $426,931 .11^.  It  is  said  that  Eckford  insisted  on  having  his  way,  too,  in  the  build- 
ing of  one  ship.  He  produced  the  Ohut,  eighty.  She  is  to  this  day  the  crack  ship  of 
her  class  in  the  navy;  and  though  much  larger  than,  did  not  cost  as  much  as  the  com- 
missioneiB'  ship,  by  $132,888.14. 

«  • '  «  *  *  *  • 

When  the  models  of  the  Constitution,  the  United  States,  and  the  Ohio  were  drafted, 
there  was  no  navy  board  with  its  commissioners  to  supervise — to  cut  off  a  little  here, 
to  add  a  little  there,  and  to  take  away  or  mystify  responsibility.  Everybody  knows 
who  built  the  Ohio;  but  who  can  tell  the  father  of  the  Fulton,  or  anv  other  of  our 
new  and  dull  ships?  Eckford  and  the  elder  Humphreys  were  each  wholly  and 
entirely  responsible  for  the  success  or  failure  of  his  own  model. 

•  •«»•«* 

.  That  no  vessel  should  have  been  built  under  the  auspices  of  the  navy  board  com- 
parable to  the  frigates  of  1797  surely  can  not  be  ascribed  to  any  want  of  talent  in 
the  country.  The  fact  ought  rather  to  be  ascribed  to  the  defects  of  the  system;  for 
the  finest  merchant  ships  that  ever  floated  are  now  built  in  New  York  and  other 
seaports. 

•  #••••• 

The  Secretary  of  the  Navy,  in  obedience  to  a  call  of  Congress,  submitted  at  its 
last  session  a  plan  for  the  reoiganization  of  the  navy  board.  That  plan  as  far  as  it  goes, 
and  with  some  modifications,  is  such  as  the  necessities  of  the  service  require.  We 
have  seen  the  want  of  individual  responsibility  in  the  navy  board.  The  duties  at 
present  required  of  it  might,  with  great  advantage  to  the  public  interests,  be  divided 
into  at  least  three  separate  bureaus.  The  three  officers  wno  compose  the  navy  board 
could  then  preside  over  these  bureaus— with  this  very  obvious  advantage  and  im- 
provement, that  each  bureau  being  independent  of  the  other  the  head  of  each  would 
De  wholly  and  entirely  responsible  for  his  own  acts.  Besides  these  three,  the  naval 
service  embraces  two  other  departments,  each  of  which  obviously  reauires  for  proper 
management  qualifications  of  a  peculiar  kind — these  are  the  medical  and  the  arcni- 
tectural  departments. 

The  art  of  shipbuilding  is  a  profession  of  itself  and  is  only  to  be  acquired  by  great 
diligence,  after  years  of  previous  and  special  instruction.  'Hie  clumsy  ships  of  .the 
navy  afford  elo<]uent — because  they  are  practical — commentaries  on  the  detects  of  a 
plan  that  requires  the  master  of  such  an  art  to  submit  his  models  and  drawings  to 
the  inspection  and  alteration  of  a  navy  board,  which  is  likely  to  be,  and  no  doubt 
has  been,  composed  of  men  who  have  never  read  a  treatise  on  shipbuilding,  much 
less  have  studied  it  as  a  science.  To  remedy  the  evils,  which  as  we  have  seen  do 
arise  from  such  a  plan,  a  bureau  of  construction,  under  the  management  of  the  chief 
naval  constructor,  is  thought  necessary;  and  is  considered  by  intelligent  officers  as 
one  of  the  most  important  features  in  the  plan  of  reorganization.  Li&e  the  hesA  of 
the  other  bureaus,  ne  should  be  independent  of  all  the  rest,  and  responsible  to  the 
Secretary  alone,  and  subject  only  to  his  orders.  When  a  ship  is  to  be  built,  he  should 
be  informed  of  the  numoer  and  size  of  the  guns  it  is  intenaed  she  shall  carry.  But 
her  model  should  be  left  entirely  to  him;  and  he  should  be  held  responsible  for  her 
ftdthful  and  proper  construction.  He  should  have  an  assistant  constructor  at  eadi 
navy-yard  to  see  that  his  model  be  adhered  to,  that  all  his  designs  be  faithfullv  car- 
ried out,  and  personally  to  superintend  the  construction.    Officers  of  the  navy  should 
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bave  nothing  to  do  with  the  ship  until  ahe  had  paased  from  the  hands  of  the  cod- 
■tnictor  into  the  water.  She  could  then  be  tumea  ever  to  the  Bureau  of  Equipment 
and  got  ready  for  sea. 

Ordnance,  supplies,  and  the  equipment  of  vessel  for  service  each,  of  itself,  consti- 
tutes a  separate  and  distinct  department,  which  requires  the  supervision  of  experi- 
enced and  intelligent  officers.  Some  are  of  opinion  tnat  to  these  three  bureaus,  each 
under  the  control  of  a  post  captain,  should  be  added  a  hydrographical  bureau  and  a 
bureau  to  take  chaige  of  the  department  of  steam.  The  bureau  system  has  been 
already  tried  and  approved  in  the  army,  and  therefore  ought  not  to  be  considered  in 
the  lignt  of  an  expermient  for  the  navy.  But  neither  steam  nor  hydrography  is  as  yet 
made  of  sufficient  importance  in  the  navy  to  entitle  either  to  a  separate  Dureau. 
*  •  *  •    -  •      .  •  • 

In  remodeling  the  office  of  the  Secretary  of  the  Navy  it  is  proposed  that  all  the 
details  of  the  service,  such  as  ordering  officers  on  dutv,  directing  the  diipmeAt  of  men, 
the  equipment  of  vessels  for  sea,  anof  the  like,  should  be  intrusted  to  a  sort  of  imder- 
secretary,  who  shall  be  a  post  captain  in  the  navy.  And  that  the  attention  of  Qie 
Secretai^  himself  should  be  directed  to  a  eeneral  superintendence  of  the  various  sub- 
departments  proposed;  that  the  heads  of  tnem  shall  be  amenable  to  him  and  that  he 
should  exercise  an  appellate  jurisdiction  over  them;  that  he  should  direct  what  forces 
shall  be  employed  and  where  they  shall  cruise;  that  he  should  give  instructions  to  our 
commanders  abroad,  order  courts-martial  and  revise  their  proceedings,  and  be  respon- 
sible for  the  general  management  of  the  navy.  It  is  proposed  that  Uie  style  and  title 
of  this  under  secretary  be  that  of  Commissioner  of  the  Navy;  that  his  department  be 
constituted,  like  the  rest,  into  a  separate  office  or  bureau;  and  that,  being  next  to  the 
office  of  Secretary,  the  bureau  of  commissioner  take  precedence  over  ul  Uie  others 
which  have  been  named  without  any  regard  to  the  order  in  which  titiey  should 
stand. 


Afpsndix  E. 

Navy  Depabtment, 

BUBEAU  OF  Ck>NSTBUGTION  AND  RePAIB, 

October  — ,  1909. 

UBMOBANDUM  FOB  THE   BEGBETABT  OF  THE   NAVY. 

Oansolidation  of  work  and  shops  at  navy-yards. 

From  time  to  time  for  many  years  past  recommendations  have 
been  niade  by  Secretaries  of  the  Navy  as  to  the  advisability  of  con- 
solidating shops  and  concentrating  enort  in  conducting  the  work  at 
navy-yards.  As  far  back  as  1884,  at  the  very  beginning  of  the  period 
of  steel  war-ship  construction  in  the  United  States  Navy,  Mr.  Secretary 
Chandler  made  special  comment  upon  the  necessity  for  consolidating 
shops  and  simplifying  the  management  at  navy-yards,  and  he  pointed 
out  in  no  uncertain  terms  the  importance  of  placing  a  single  responsi- 
ble technical  ofRoial  in  charge  of  all  technical  work.  Mr.  Secretary 
Chandler's  opinions  were  expressed  after  nearly  three  years'  experi- 
ence as  Secretary  of  the  Navy,  and  in  spite  of  the  changes  which  nave 
taken  place  during  the  intervening  period  the  following  comments 
made  by  Secretary  Chandler  in  his  annual  report  for  the  fiscal  year 
1884  are  worthy  of  serious  consideration  as  bearing  directly  upon 
questions  which  have  been  and  are  now  receiving  the  careful  consid- 
eration of  the  Navy  Department  and  of  the  Congress: 
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[Extntct  from  Report  of  Secretary  of  the  Nevy,  1884.] 

Secondly,  a  plan  must  be  adopted  to  fix  with  certainty  ihe  direct  responsibility  of 
Bome  oneperson  for  the  performance  of  the  work  skillfully,  successfully,  and  econom- 
ically.   Tne  present  system  has  two  defects: 

The  navv-yard  is  a  great  naval  station  with  an  admiral  or  commodore  in  command, 
surrounded  by  all  the  forms  and  ceremony  incident  to  a  military  post.  The  mechan- 
ical workshops  and  the  officer  in  charge  of  them  are  under  his  control,  and  he  is  sup- 
posed to  be  responsible  for  what  is  done.  However  complete  may  be  the  military 
supervision,  the  technical  oversight  of  the  commander  in  chief  is  usually  merely  nomi- 
nal. Too  many  persons  are  in  lorm  or  in  fact  connected  with  the  work;  too  much 
routine  and  formality  exist;  promptness  of  decision  and  action  does  not  prevail;  and 
responsibility  for  neglect,  delays,  or  failures  can  not  be  definitely  fixed. 

The  next  defect  is  of  the  same  character  as  that  which  exists  m  the  oiganization  of 
the  Navy  Department  itself,  namely,  the  subdi\'ision  of  the  direction  (»  work  upon 
vessels  among  the  naval  constructor,  the  chief  engineer,  and  Uie  equipment  officer;  all 
three  engaged  upon  one  vessel,  all  having  coordinate  powers,  and  none  of  them  under 
any  control  on  the  spot  except  that  of  the  line  officer  of  hi^h  rank  who  commands  the 
naval  station.  Unaer  these  circumstances,  unitv  of  action  and  effective  direction 
and  superintendence  in  the  building  or  repairing  of  a  ship  are  impossible. 

The  remedy  for  these  defects  roust  be  found  m  placing  one  technical  head — a  com- 
petent shipbuilder— -over  all  the  persons  engaged  in  building  or  repairing  the  ship; 
over  the  work  on  the  hull,  the  macninery,  and  the  equipment.  The  difficmty  of  find- 
ing within  or  without  the  naval  corps  persons  fit  for  the  service  required,  and  of  placing 
them  in  their  appropriate  positions  m  the  naval  establishment,  is  recognizea.  But 
tliey  must  be  found  if  the  Government  workshops  are  to  be  worthy  of  the  name.  When 
found  and  installed  they  must  be  made  in  all  technical  matters  practically  independent 
of  the  commanding  officer  of  the  naval  station.  There  can  be  no  objection  to  the  mili- 
tary command  of  the  station  exercised  by  the  commandant;  but  it  should  be  con- 
fined to  military  objects^  and  the  superintendent  of  the  workshops  should  by  the  Navy 
Department  be  held  directly  and  solely  responsible  for  the  work  of  construction, 
rejMkir,  and  equipment  under  his  chaige.  * 

There  is  something  radically  wrong  in  a  system  which  unites  in  a  single  organism  a 
military  post  with  its  routine,  its  forms  and  ceremonies,  its  modes  of  official  correspond- 
ence, its  quarters  for  officers,  its  drill  grounds  and  barracks  on  the  one  hand,  and  a 
mechanical  workshop  devoted  to  operations  that  have  not  the  remotest  connection 
with  the  discipline  of  a  military  service.  The  organization,  the  methods  of  control 
required,  the  objects  to  be  accomplished  are  totally  dissimilslr  and  incompatible.  It 
would  be  wrong  to  undervalue  the  importance  of  military  forms  and  usages  and  the 
elaborate,  but  perhaps  necessary,  machinery  which  is  a  characteristic  feature  of  military 
administration;  but  it  is  clear  that  this  is  not  the  kind  of  machinery  that  belongs  to  a 
workshop .  At  the  present  ti me  navy-yard  administration  is  overloaoed  with  traditions 
and  customs,  the  work  is  obstructea  by  a  cumbrous  organization,  technical  responsi- 
bility is  lost  in  the  elaborately  graded  multitude  of  semitechnical  and  semimOitary 
officials;  instead  of  smoothness  is  to  be  found  friction;  instead  of  promptness,  delay  and 
procrastination ;  instead  of  thrift,  extravagance;  instead  of  unity  of  action,  a  mass  of  dis- 
cordant interests.  And  as  ii  one  such  establishment  were  not  enough  of  a  blunder, 
the  national  policy,  under  the  clamor  of  localities  seeking  patronage,  has  multipliea 
these  military  shops  and  dotted  them  all  over  the  country,  m  order  that  the  benefits 
Ot  wasteful  governmental  expenditure  may  be  shared  by  many  States 

As  a  partial  remedy  for  the  evils  above  described,  it  is  recommended  that  there  shall 
be  three  officers,  to  be  known  as  supervising  naval  constructors,  to  be  appointed  by 
ttie  President,  by  and  with  the  advice  and  consent  of  the  Senate,  either  from  civil  life  or 
from  the  officers  of  the  navy,  to  hold  their  offices  until  successors  are  appointed,  and  if 
appointed  from  the  navy  to  have  the  relative  rank  of  captain  during  their  period  of 
office.  The  supervising  naval  constructors  so  appointed  should  have  direct  charge 
of  all  work  now  falling  under  the  heads  of  construction^  steam  engineering,  and  equip- 
ment at  the  three  naval  workshops,  under  the  supervision  of  the  Chief  of  the  Bureau 
of  Naval  Construction,  by  whom  they  could  and  should  be  held  to  rigid  accountability 
for  all  work  carried  on  at  their  establishments;  while  the  chief  of  the  bureau  would 
also  be  subject  to  an  equally  rigid  accountability  for  all  their  doings. 

This  reform  is  believed  to  be  practicable  and  necessary.  If  the  force  of  accumulated 
traditions  and  the  excessive  conservatism  of  the  service  prevent  its  adoption,  it  would 
be  better  to  discontinue  our  yards  for  all  working  purposes,  and  not  only  build  but 
repair  our  vessels  and  engines  by  contract. 


Digitized  by  VjOOQ  IC 


506  PROPOSED  HEOBOANIZATION  OF  NAVY  DfiPABTMSITT. 

Mr.  Chandler's  immediate  successor,  Mr.  Secretaiy  Whitney,  did 
not  follow  out  the  progranune  outlined  by  his  predecessor,  preferring 
instead  to  effect  a  reorganization  of  the  purchasing  and  supply  de- 
partment of  the  navy  prior  to  making  any  attempt  to  reorganize  the 
shops  and  shop  management.  Mr.  Whitney's  efforts  to  reorganize 
the  "purchase  and  supply"  department  of  the  navy  resulted  even- 
tually in  the  development  of  the  present  admirable  system  of  obtain- 
ing supplies  for  the  navy,  a  system  which  has  been  thorouj:;hly  proved 
and  found  satisfactory  m  recent  years,  and  especially  during  the  past 
twelve  months  in  connection  with  the  "around  the  world  cruise  of 
the  battle-ship  fleet. 

This  reorganization  of  the  purchase  and  supply  department  of 
the  navy,  inaugurated  by  Mr.  Whitney  in  his  general  order  No.  355, 
of  December  4,  1886,  did  not  by  any  means  have  an  easy  road  to 
success;  from  the  very  beginning  it  met  with  bitter  and  persistent 
opposition,  which  continued  for  many  years.  But  little  by  little, 
in  spite  of  certain  defects  in  the  system  originally  proposed,  and  in 
spite  of  the  imfriendly  attitude  of  a  large  majority  of  the  officers  of 
tne  naval  service  itself,  the  true  merits  of  the  system  were  developed 
and  its  defects  eUminated  or  corrected.  At  the  present  time  it 
would  be  difficult  to  find  any  officer  of  the  naval  service,  who  is 
thoroughly  acquainted  with  the  present  purchase  and  supply  system, 
who  would,  for  one  moment,  think  of  returning  to  the  system  in  force 
prior  to  the  radical  changes  made  by  Mr.  Whitney  in  1886. 

Following  Secretaries  Chandler  and  Whitney  other  Secretaries 
made  special  recommendation  in  annual  and  other  reports  with  a  view 
to  effecting  desirable  changes  in  the  organization  of  the  Navy  Depart- 
ment and  navy-yards.  Some  of  these  recommendations  were  specific 
in  character,  and  all  of  them  tended  to  reduce  the  number  of  depart- 
ments at  navy-yards  by  reason  of  changes  in  the  organization  of  the 
Navy  Department  itself.  In  his  annual  report  for  1899  and  again 
in  1900  Mr.  Secretary  Long  made  definite  recommendation  with  re- 
spect to  the  consoUdation  of  the  work  of  the  bureaus  of  Cbnstruction 
and  Repair,  Steam  Engineering,  and  Equipment.  In  1903  Mr.  Sec- 
retary Moody  made  certain  suggestions  with  respect  to  consolidating 
Navy  Department  bureaus--  In  all  these  cases  the  recommendations, 
if  they  had  been  given  effect,  would  have  involved  a  large  measure  of 
consolidation  of  work  at  navy-yards  by  reason  of  the  conscdidation 
of  the  work  in  the  bureaus  in  Washington.  In  his  annual  report  for 
1905  Mr.  Secretary  Bonaparte  also  gave  attention  to  the  general  sub- 

}"ect  of  reorganization  of  the  Navy  Department,  and  in  August  of  the 
ollowing  year  (1906)  convened  a  special  board  composed  of  the 
then  Assistant  Secretary  of  the  Navy  as  chairman  and  six  officers  of 
the  line  of  the  navy  as  members,  the  precept  of  this  board  directing 
a  consideration  of  the  whole  question  of  naval  personnel  and  naval 
reorganization.  The  unanimous  opinion  of  that  board  with  respect 
to  the  ultimate  advanta<];e  of  consolidation  of  certain  branches  or  the 
personnel,  which  consolidation  of  personnel  would  inevitably  carry 
with  it  a  consolidation  of  shops  and  work  at  navy-yards,  is  oontainecl 
in  the  following  extract  from  its  report: 

NATAL  CONSTBUOTOBS. 

1.  With  a  view  to  the  future  establishment  of  a  single  corps  charged  with  ship  design 
and  construction  and  machinery  design  and  construction,  including  electric  plant  and 
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installation,  the  board  recommends  the  gradual  increase  of  the  present  corps  of  naval 
constructorB,  proceeding  as  specified  in  paragraph  4  below,  the  distribution  in  grades 
to  be  as  specined  in  paragrapn  6.  The  increase  should  be  accomplished  as  specified  in 
paragraphs  4  and  5 .  Officers  so  appointed  should  be  given  such  special  course  of  instruc- 
tion ana  such  duty— both  under  tne  Bureau  of  Construction  ana  Repair  and  under  the 
Bureau  of  Steam  Engineering— as  shall  best  equip  them  for  their  duties:  and  also  such 
limited  sea  service  from  time  to  time  as  will  keep  them  in  touch  with  the  needs  of  the 
service  afloat.  The  minimum  amount  of  sea  service  of  officers  so  appointed  should  be 
two  years  while  in  the  grade  of  assistant  naval  constructor  and  two  years  while  in  the 
grade  of  naval  constructor,  the  latter  before  promotion  to  the  rank  of  captain.  Of  tha 
officers  at  present  constitutinff  the  corps  of  naval  constructors,  assistant  naval  con- 
structors should  be  obliged  to  nave  a  total  of  two  years  of  sea  service  before  promotion 
to  the  rank  of  captain.  No  sea  service  requirement  should  be  exacted  of  naval  con- 
structors of  full  grade  now  borne  on  the  list,  although  the  board  is  of  the  opinion  that  a 
limited  amount  of  sea  service  performed  by  these  officers,  whenever  their  services  can 
be  spared  from  necessary  work  on  shore,  would  enhance  their  efficiency. 

2.  Officers  appointed  as  above  should,  until  the  disappearance  from  the  active  list 
of  line  officers  for  engineering  duty  only,  and  the  ultimate  combination  of  the  bureaus 
of  Construction  and  Repair  and  of  Steam  Engineering,  have  the  titles  of  naval  con- 
structor and  assistant  naval  constructor,  and  the  bureaus  of  Construction  and  Repair 
and  of  Steam  En^eering  should  likewise  retain  their  present  names,  the  division  of 
work  and  responsibility  remaining  the  same. 

3.  The  status  and  duties  of  line  officers  at  present  borne  on  the  list  for  engineering 
duty  only  should  remain  as  at  present,  but  with  their  disappearance  from  the  active 
list  they,  as  well  as  the  present  naval  constructors,  are  to  be  succeeded  by  one  body  of 
technical  officers  for  the  combined  duty  of  hull  design  and  construction  and  of  naval 
engineering.    *    ♦    ♦ 

While  Mr.  Secretary  Bonaparte  did  not  formally  a])proye  the  rec- 
ommendations of  the  Newberry  Board  of  1906,  he  invited  special 
attention  to  the  recommendations  contained  therein. 

Shortly  after,  Mr.  Secretary  Bonaparte  was  transferred  to  the 
Departiiient  of  Justice,  and  his  successor,  Mr.  Secretary  Metcalf ,  gave 
renewed  consideration  to  the  general  questions  involved  in  navy-yard 
reor^nization,  and  authorized  the  A^stant  Secretary,  under  wnose 
special  cognizance  was  placed  all  matters  relating  to  nayjr-yard 
administration,  to  thoroughly  investigate  the  conditions  obtaining  at 
navy-yards,  with  a  view  to  effecting  oeneficial  changes  therein.  As 
a  result  of  this  investigation,  the  Assistant  Secretary  of  the  Navy 
made  definite  recommendations  to  the  department  with  a  view  to 
consolidating  the  pattern,  paint,  and  carpenter  shops  at  the  navy- 
yard,  New  xork,  the  avowed  object  being  to  have  only  one  pattern 
shop,  one  paint  shop,  and  one  carpenter  shop  at  that  navy-yard. 
The  definite  order  for  the  consolidation  of  these  shops  at  the  navy- 
yardj  New  York,  was  issued  under  date  of  February  4,  1908;  orders 
ror  sirftilar  consolidations  at  Norfolk  and  Boston  were  issued  under 
date  of  February  25,  1908,  and  February  28,  1909,  respectively.  On 
March  17,  1908,  all  blacksmith  shops,  foimdries,  and  coppersmith 
shops  at  the  navy-yard.  New  York,  were,  by  order  of  the  Secretary 
of  tne  Navy,  consolidated  into  a  single  shop  of  each  class.  Other  con- 
solidations at  various  navy-yards  were  carried  on  by  direction  of ^e 
department  from  time  to  time,  the  details  of  these  consolidations 
being,  as  already  noted,  under  the  special  jurisdiction  of  the  Assistant 
Secretary  of  the  Navy. 

The  subsequent  reports  received  from  commandants  of  navy- 
ydrds  as. to  the  beneficial  e£fect  of  these  consolidations  on  economy 
and  dispatch  in  the  performance  of  work  were  very  favorable.  In 
fact,  the  reports  were  so  satisfactory  that  in  about  a  year  after  the 
first  consolidation  took  place,  the  Secretary,  with  the  approval  of  the 
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President,  issued  General  Oi!der  No.  9,  under  date  of  January  25, 
1909. 

Without  going  into  the  details  of  General  Order  No.  9,  it  may  be 
noted  in  passing  that  the  effect  of  this  order  was  to  consolidate  all 
work  at  navy-yards  under  one  manufacturing  department.  The 
commandant  was  placed  in  supreme  control  of  au  departments  of  the 
yard,  and  the  naval  constructor  was  made  the  general  manager  of 
the  manufacturing  department.  General  Order  No.  9  was  accompanied 
or  followed  b]^  various  memoranda  for  the  guidance  of  commandants 
in  the  execution  of  the  provisions  of  that  order,  these  memoranda 
being  issued  under  date  of  January  25,  February  18,  and  March  3, 
1909. 

As  testified  by  the  Secretary  of  the  Navy  before  the  Senate  and 
House  Naval  Committees,  reports  from  commandants  at  navy  yards 
indicated  very  clearly  that  the  changes  made  were  desirable  and  would 
be  productive  of  great  saving  to  the  Government  in  time  and  money. 
This  is  evidenced  by  the  following  quotations  from  the  testimony 
of  the  Secretarv  of  the  Navy  before  the  House  Naval  Committee 
under  date  of  February  18,  1909: 

All  of  the  commandante  who  were  charged  with  the  execution  of  Order  No.  9  have 
taken  hold  of  it  with  most  commendable  zeal  and  have  made  very  complete  reports 
of  what  they  have  done,  and  not  a  sinele  one  finds  that  there  is  the  slidcitest  obstacle 
to  its  being  carried  out,  and,  in  fact,  ail  of  them  say  that  the  plan  will  do  productive 
of  great  savinfi"  to  the  Government  in  time  and  money,  and  a  saving  of  enpace  within 
the  limits  of  the  various  navy-yards,  which  will  be  so  very  valuable  in  tne  future. 

•  •••••• 

When  I  first  came  before  you  on  this  subject  I  anticipated  a  great  many  difiSculties 
and  a  great  many  nuestions  to  answer,  fearing  a  misunderstanding  on  the  part  of  some; 
but  the  spirit  in  wnich  the  matter  has  been  taken  hold  of  and  the  help  tnat  has  been 

given  by  various  commandants  and  all  the  officers  in  the  yards,  and  in  the  department 
ere,  wno  have  explained  it  to  their  subordinates— and  by  Uiese  means  the  air  has 
been  cleared,  and  toe  memoranda  that  I  have  put  into  this  hearing  and  into  the  other 
hearings  have  explained  to  the  commandants  and  others  what  it  is  proposed  to  do. 
We  have  found  no  objection.  Nobody  has  done  anything  but  help  make  it  a  success. 
It  has  been  most  fi;ratif>ring  to  see  the  effort  that  everybody  is  making  to  show  lliat  Uiis 
is  a  proper  simplification  of  the  expenditure  of  public  money,  and  greatly  to  the 
advantage  of  the  Navy  Department  and  everybody  connected  with  it. 

As  the  whole  subject  of  consoUdation  at  navy-yards  is  still  under 
consideration  by  the  department,  and  the  various  steps  so  far  taken 
have  been  fully  covered  m  numerous  reports  submitted  to  the  depart- 
ment from  time  to  time,  the  bureau  will  not  now  enter  into  any  general 
discussion  of  the  subject,  but  desires  to  state  its  profound  conviction 
that  the  system  of  consoUdation  of  work  at  navy-yards  already  adopted 
is  sound  m  principle,  and  that  with  hearty  cooperation  on  the  part 
of  those  directly  concerned  there  must  eventually  result  a  very  con- 
siderable increase  in  economy  in  the  performance  of  work,  coupled 
with  greater  dispatch  in  its  execution.  Difficulties  must  of  course 
be  expected  in  perfecting  the  details  of  such  an  extensive  reorgani 
zation,  but  there  should  be  little  doubt  as  to  the  ultimate  result. 

W.  L.  Capps, 


(Jhief  Constructor  TJ,  8.  Navy, 
Chief  oj  Bureau  Construction  and  Kepair, 
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Atpbhdix  F. 

Navt  Depabtkbnt, 
WasUngton,  November  1£,  1906. 
Sm:  I  have  the  honor  to  inclose  herewith  a  copy  of  that  portion  of 
the  report  of  the  personnel  board,  consisting  of — 

Hon.  Truman  H.  Newberry,  Assistant  Secretary  of  the  Navy, 

president; 
Rear-Admiral  Charles  H.  Stockton^  U.  S.  Navy; 
Capt.  Charles  E.  Vreeland,  U.  S.  Wayy; 
Commander  Harry  H.  Hosley,  U.  S.  S^avy; 
Conunander  Albert  Gleaves,  U.  S.  Navy; 
Lieut.  Commander  Emil  Theiss,  U.  S.  Navr; 
Lieut.  Commander  Hilary  P.  Jones,  U.  S.  Navy; 
Lieut.  Conmiander  Cleland  Davis,  U.  S.  Navy,  recorder; 
which  relates  to  the  Construction  Coips  of  the  navy,  and  which  is 
herewith  forwarded  to  the  subboard,  oi  which  you  are  the  head,  for 
consideration  and  comment. 

Very  respectfully,  Chablss  J.  Bonapabte, 

SecreUsry. 
Chief  Constructor  W.  L.  Capps,  U.  S.  Navy, 

Chief  of  the  Bureau  of  ConstrucHon  and  Repair. 


Snt:  The  board  convened  by  your  order  of  August  16,  1906,  to 
''Consider  existing  laws  govemmg  the  commissioned  personnel  of  the 
naval  establishment,"  and  to  submit  three  separate  reports,  has  the 
honor  to  submit  the  following  as  the  second  of  the  required  reports. 

This  report  is  intended  to  be  considered  in  connection  witn  the 
report  submitted  by  the  board  in  the  reorganization  of  the  line,  of 
which  it  is  a  part  and  from  which  it  is  inseparable.  The  numbers 
herein  recommended  in  the  various  grades  are  based  upon  those 
recommendations  in  the  proposed  reorganization  of  the  line  officers 
of  the  navy.  The  needs  of  the  service  for  an  increase  beyond  1,60(J 
line  officers  have  not  been  considered  by  the  board. 

The  board  has  carefully  considered  the  reports  from  the  several 
committees  of  the  Staff  Corps  and  the  Marine  Corps,  appointed  by 
your  order,  which  reports  are  forwarded  herewith. 

NAVAL  €X>NSTBnOTOB8. 

1.  With  a  view  to  the  future  establishment  of  a  single  corps  charged 
with  ship  design  and  construction,  and  machinery  design  and  con- 
struction, including  electric  plant  and  installation,  the  board  recom- 
mends the  gradual  mcrease  of  the  present  corps  of  naval  constructors, 
proceeding  as  specified  in  paragraph  4  below,  the  distribution  in 
grades  to  be  as  specified  in  paragraph  6.  The  increase  should  be 
accomplished  as  specified  in  paragraphs  4  and  5.  Officers  so  appointed 
should  be  riven  such  special  course  of  instruction  and  such  duty — both 
under  the  Bureau  of  Construction  and  Repair  and  imder  the  Bureau 
of  Steam  En^eering — as  shall  best  equip  them  for  their  duties;  and 
also  such  limited  sea  service  from  time  to  time  as  wUl  keep  them  in 
touch  with  the  needs  of  the  service  afloat.    The  minimum  amount 
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of  sea  service  of  officers  so  appointed  should  be  two  years  while  in  the 
grade  of  assistant  naval  constructor,  and  two  years  while  in  the 
grade  of  naval  constructor,  the  latter  before  promotion  to  the  rank  of 
captain.  Of  the  officers  at  present  constituting  the  corps  of  naval 
constructors,  assistant  naval  constructors  should  be  obliged  to  have  a 
total  of  two  years  of  sea  service  before  promotion  to  rank  of  captain. 
No  sea-service  requirement  should  be  enacted  of  naval  constructors 
of  full  grade  now  borne  on  the  list,  although  the  board  is  of  the  opinion 
that  a  limited  amount  of  sea  service  performed  by  these  officers,  when- 
ever their  services  can  be  spared  from  necessary  work  on  shore,  would 
enhance  their  efficiency. 

2.  Officers  appointed  as  above  should,  until  the  disappearance 
from  the  active  fist  of  line  officers  for  ei^neering  duty  onlv,  and  the 
ultimate  combination  of  the  bureaus  of  Construction  and  Kepair  and 
of  Steam  Ehigineering,  have  the  titles  of  naval  constructor  and 
assistant  naval  constructor,  and  the  bureaus  of  Construction  and 
Repair  and  of  Steam  Engineering  should  likewise  retain  their  present 
names,  the  division  of  work  and  of  responsibility  remaining  the  same. 

3.  The  status  and  duties  of  line  officers  at  present  borne  on  the 
list  for  engineering  duty  only  should  remain  as  at  present,  but,  with 
their  disappearance  from  the  active  list,  they,  as  well  as  the  present 
naval  constructors,  are  to  be  succeeded  by  one  body  of  technical 
officers  for  the  combined  duty  of  hull  design  and  construction,  and 
of  naval  engineering.  The  title  of  these  officers  should  then  be 
appropriately  changed  to  nav^al  engineers  and  assistant  naval  engi- 
neers, and  the  name  of  the  consolidated  bureau  to  the  Bureau  of 
Naval  Engineering. 

4.  The  total  number  of  naval  constructors  and  of  line  officers  for 
enj^ineering  duty  only  should  gradually  be  brought  up  to  and  main- 
tained at  120,  and  such  should  ultimately  be  the  total  number  of 
naval  engineers  as  defined  above.  Anv  commissioned  offic-er  of  the 
line  of  the  navy  on  the  active  list  below  the  rank  of  commander 
may,  on  his  own  application  and  with  the  approval  of  the  Secretary 
of  the  Navy,  be  assigned  to  temporary  duty  with  the  Corps  of  Naval 
Constructors,  for  duty  both  under  the  Bureau  of  Construction  and 
Repair  and  under  the  Bureau  of  Steam  Engineering,  with  a  view  to 
ultimate  permanent  transfer  after  expiration  of  one  year,  and  after 
passing  an  examination  before  a  suitable  board.  The  permanent 
appointment  should  be  made  by  the  President,  by  and  with  the 
advice  and  consent  of  the  Senate.  While  serving  temporarily  with 
the  corps,  and  after  permanent  appointment,  such  officer  should 
have  the  same  rank  as  he  held  in  the  line  at  the  time  of  transfer, 
the  date  of  precedence  changed  to  accord  with  his  new  position  on 
the  navy  list.  The  total  number  of  officers  so  transferred  from  the 
line  should  not  ext^eed  1 5.  Applications  for  tranfer  should  be  made 
within  a  year  from  the  time  of  enactment  of  the  law.  (Mficers  tem- 
porarily transferred  and  not  found  qualified  for  permanent  transfer 
should  resume  their  places  in  the  line.  To  produce  the  increase  to 
120,  beyond  the  number  permanently  transferred  from  the  line  in 
the  manner  indicated  above,  the  appointments  each  year  should  not 
exceed  6  in  addition  to  vacancies,  such  vacancies  to  be  the  combined 
vacancies  occurring  in  the  corps  of  naval  constructors  as  now  consti- 
tuted plus  those  occurring  or  created  in  the  number  of  line  officers 
borne  on  the  list  for  engineering  duty  only. 
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5.  The  appointments  should  be  made  each  year  from  Naval 
Academy  classes — including  all  line  officers  embraced  within  the 
precedence  dates  each  year — three  years  from  date  of  graduation; 
that  is,  when  these  officers  come  up  for  examination  for  promotion  to 
lieutenant  (junior  grade).  Applicants  should  be  called  for,  a  special 
examination  held,  and  those  found  to  be  best  fitted  should  be  given 
appointments.  Applicants  must  have  had  at  least  two  years  of  sea 
duty  on  cruising  vessels  of  the  navy,  of  which  one  year  shall  have  been 
engineering  duty.  Any  officer  receiving  an  appointment  who  has  had 
less  than  tne  required  amount  of  engineering  duty  at  sea  should  be 
sent  to  sea  until  he  shall  have  completed  the  specified  period.  If  a 
sufficient  number  is  not  obtained  in  this  manner  in  any  year,  grad- 
uates of  such  technical  schools  and  colleges  as  the  Secretary  of  the 
Navy  may  designate  should  be  invited  to  present  themselves  for 
examination,  and  if  successful  should  receive  appointments  and  take 
rank  and  precedence  in  order  of  merit  after  tne  Naval  Academy 
graduates  selected.  Such  appUcants  should  not  be  more  than  26 
years  of  age,  and  must  have  practiced  not  less  than  two  years  in  one 
or  more  branches  of  engineenng  included  in  the  scope  of  tne  proposed 
corps. 

In  addition  to  the  foregoing  the  President  may  appoint  in  each 
calendar  year  one  chief  carpenter  or  carpenter  from  the  active  list  of 
the  navy  to  the  grade  of  assistant  naval  constructor:  Provided, 
That  such  officer  shaU  not  be  over  30  years  of  age,  that  he  shall  have 
served  at  least  four  years  as  a  warrant  officer,  and  shall  have  passed 
such  competitive  examination  as  may  be  prescribed  by  the  Secretary 
of  the  Navy. 

6.  The  distribution  in  grades  of  naval  constructors,  and  eventually 
of  naval  engineers,  should  be,  of  rank  of  captain,  10  per  cent;  of  rank 
of  commander,  10  per  cent  of  the  totalnumber  of  naval  constructors 
borne  on  the  list,  provided  that  the  number  of  rank  of  commander  and 
captain  shall  be  mcreased  by  not  more  than  one  each  year  until  the 
authorized  number  is  reached.  This  distribution  will  proceed  without 
regard  to  the  number  and  the  distribution  in  grades  of  hne  officers 
borne  on  the  list  for  engineering  duty  only.  Naval  constructors 
below  the  rank  of  commander  and  assistant  naval  constructors  shall 
take  rank  with  Naval  Academy  graduates  of  the  line;  and  officers 
appointed  from  civil  life  shall  take  rank  similarly,  according  to  date 
of  precedence.  Assistant  naval  constructors  should  be  promoted  to 
naval  constructors  after  seven  years'  service  in  the  corps  of  naval 
constructors. 

7.  The  pay  of  assistant  naval  constructors  should  be  as  established 
by  existing  faw.  The  yearly  pay  of  naval  constructors  should  be  as 
follows:  First  five  years  afterdate  of  commission,  $3,200;  second  five 
years  after  date  of  commission,  $3,700;  third  five  years  after  date  of 
commission,  $4,200 ;  fourth  five  years  after  date  of  commission,  $4,500 ; 
after  twenty  years  from  date  of  commission,  $5,000.  Shore  pay  and 
sea  pay  should  be  the  same.  Leave  pay  for  leave  in  excess  of  one 
month  in  any  one  calendar  year  should  be  20  per  cent  less  than  duty 
pay. 

8.  The  board  recommends  further:  That  for  the  Chief  of  Bureau  of 
Construction  and  Repair  an  officer  shall  be  appointed  as  assistant 
chief  of  bureau,  the  appointment  to  proceed  in  the  manner  governing 
the  appointment  of  assistant  chiefs  of  bureaus  provided  by  existing 
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law.  Such  assistant  chief  of  bureau  should  be  empowered  to  act  for 
the  chief  of  bureau  in  the  latter's  absencCi  and  should  while  serving 
as  assistant  chief  of  bureau  have  the  highest  pay  of  his  grade. 

RECOMMENDATIONS  APPLTINO  TO  ALL  STAFF  GOKPS. 

1.  That  the  thirty-year  retirement  law  in  force  for  ofBcers  of  the 
army  should  be  made  appUcable  to  staff  officers  of  the  navy. 

2.  That  the  army  law  relating  to  retirement  of  officers  in  the  grade 
for  which  examined  who  on  examination  are  found  physically  dis- 
qualified for  promotion,  owing  to  causes  incident  to  the  service,  be 
made  applicaole  to  staff  officers  of  the  navy. 

3.  That  the  rank  and  pay  of  no  officer  should  be  reduced  by  enact- 
ment into  law  of  any  of  the  above  recommendations. 

CHIEF   WABBANT   AND   WARRANT  OFFICERS. 

The  board  has  considered  the  present  status  and  needs  of  these 
officers,  and  taking  into  consideration  the  best  interests  of  the  service, 
and  to  put  all  such  officers  on  a  uniform  basis,  recommends  as  follows: 

That  carpenter  and  chief  carpenter  be  eligible  to  appointment  in 
the  commissioned  corps  of  naval  constructors  under  the  same  condi- 
tions and  restrictions  as  now  provided  by  law  for  the  appointment  of 
boatswains,  gunners,  and  warrant  machinists  to  commissioned  rank 
in  the  line. 


Appendix  No.  2. 

U.  S.  S,  Perry, 
Navy-Yardy  Mare  Island,  Cal.,  June  16,  1909. 
Sir:  1.  Replying  to  your  communication  of  June  7,  1909,  asking 
for  my  views  as  to  the  relative  advantages  and  disadvantages  of  the 
two  systems  of  organization  at  this  navy-yard,  I  have  the  honor  to 
submit  my  views,  as  follows: 

2.  MILITARY  VALUE  OF  NEW  ORGANIZATION. 

(a)  The  military  value  of  the  navy-yard  has  been  noticeably 
increased  since  the  new  organization  went  into  effect;  repairs  are 
decidedly  more  quickly  undertaken  and  more  quickly  completed 
than  of  old.  My  experience  at  the  yard,  with  a  flotilla  of  destroyers, 
under  the  old  and  under  the  new  systems,  shows  conclusively  that 
the  new  scheme  is  an  excellent  one.  The  excellent  results  are  due  to 
the  interest  taken  by  the  officers  on  duty  in  the  manufacturing  de- 
partment, and  their  appreciation  of  the  fact  that  not  onlv  should 
ships  having  military  value  be  given  prompt  attention,  out  they 
should  receive  both  in  material  and  in  work  the  very  best  service  of 
which  the  yard  is  capable. 

(6)  I  have  noticed  that  aU  officers  in  the  manufacturing  depart- 
ment consult  with  the  ship's  officers  continuously,  and  there  Eas  never 
been  any  disposition  to  ignore  the  views  of  the  latter;  on  the  contrary, 
there  has  been  a  disposition  to  meet  the  views  of  the  officers  afloat 
whenever  possible  or  practicable. 

(c)  The  organization  of  the  yard  is  such  that  the  officers,  in  spite  of 
the  enormous  work  on  their  snoulders  and  the  inexperience  of  some 
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of  them,  can  and  do  follow  up  the  work  remarkably  well.  It  has  been 
unnecessary  to  appeal  to  foremen  to  assist  in  carrying  on  the  work,  as 
was  formerly  the  case. 

((2)  Ship's  officers  can  easily  and  quickly  bring  the  attention  of  any 
matter  to  the  officers  concerned,  and  the  latter  have  uniformly 
responded. 

(e)  The  quality  of  the  work  is  satisfactory,  and  superior  to  that 
turned  out  under  the  old  organization.  The  methods  of  inspection 
by  ship's  officers  is  entirely  satisfactory.  Of  the  inspection  bj  the 
regular  inspectors  I  can  say  nothing,  since  I  have  had  no  occasion  to 
consult  any  of  them,  nor  have  I  noticed  any  inspection  by  the  latter 
on  board  any  vessels  under  my  command.  There  has  been  no  tend- 
ency on  the  part  of  the  manufacturing  department  to  conceal  bad 
work. 

S.  SCONOMY  OF  THS  NEW  ORGANIZATION. 

I  am  unable  to  give  any  data  concerning  the  economy  of  the  new 
organization,  but,  having  made  several  careful  inspections  of  the 
working  part  of  the  yard,  both  before  and  after  the  organization  had 
had  an  opportunity  to  make  such  improvements  as  were  possible  in  a 
few  months'  time,  I  can  only  say  that  under  the  present  management, 
I  believe  the  economy  should  figure  as  high  as  20  per  cent.  The 
shops  are  cleaner,  the  adjacent  pounds  are  cleaner,  machinery  is 
better  arranged,  and  there  is  a  noticeable  air  of  business  and  imjHTOved 
order  wherever  work  is  being  carried  on. 

A  SUGGESTIONS  AS  TO  IMPROVEMENTS. 

I  am  unable  to  surest  any  improvements,  because  improvements 
have  been  made  so  rapidly  that  I  have  been  unable  to  keep  pace 
with  them.  I  have  no  copy  of  the  recent  amendments  to  the  Navy 
Regulations. 

4.  I  have  noticed  that  there  has  been  a  tendency  on  the  j)art  of 
those  other  than  the  officers  in  the  manufacturing  department  to 
consider  that  the  present  organization  is  only  temporary.  This 
idea,  added  to  the  marked  hostility  shown  by  those  officers  and 
some  of  the  foremen,  has  undoubtedly  worked  to  the  disadvantage 
of  the  new  system,  and  prevented  the  best  work  on  the  part  of  the 
employees.  This  spirit,  I  think,  will  shortly  disappear  and,  as 
soon  as  all  of  the  malcontents  and  inefficients  have  been  weeded  out, 
there  will  be  nothing  to  keep  the  yard  from  maintaining  its  maxi- 
mum efficiency  and  economy. 
Very  respectfully, 

E.  B.  Larimer. 
Lieutenant,  U.  S.  Navy,  Commanding  Perry ^ 

and  Second  Torpedo  FlotiOa,  EHevenih  Fleet. 
The  Commandant, 

Navy-  Yard,  Mare  Island,  Col. 


U.  S.  S.  Preble, 
Navy 'Yard,  Mare  Island,  Col,,  Jidy  26, 1909. 
Sir:  1.  I  have  the  pleasure  to  invite  the  department's  attention 
to  the  commendatory  manner  in  which  the  repairs  to  and  overhaulii^ 
of  this  vessel  have  been  carried  out  by  this  navy-yard.    When  it  is 
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considered  that  the  entire  engineer's  department  was  dismantled 
and  nearly  everything  removed  from  the  snip  in  the  process  of  over- 
hauling,  it  seems  indeed  miraculous  that  it  was  all  replaced  and 
worked  under  steam  so  efficiently  when  first  tested.  So  far  as  the 
engineer's  department  of  this  vessel  is  concerned,  it  would  have  been 
possible  to  raise  steam  and  proceed  to  sea  immediately  upon  the  com- 
pletion of  the  reinstallation.     This  statement  speaks  for  itself. 

2.  The  spirit  of  the  yard  force  in  doing  their  utmost,  not  only  to 
'expedite  tne  repairs,  but  also  to  cooperate  with  the  commanding 

officer  in  carrying  on  ship's  work  with  tne  reserve  crew  in  conjunction 
with  the  yard  work,  has  saved  much  time  and  money,  and  proves  the 
wisdom  of  retaining  a  vessel  of  this  type  in  reserve  with  a  reserve  crew 
while  undergoing  a  complete  overhauling  of  this  kind.  The  reserve 
crew  has  been  kept  busy  during  full  working  hours  every  day  through- 
out the  five  or  six  months  the  vessel  has  been  in  reserve,  and  the  work 
laid  out  for  the  ship's  company  was  happily  finished  about  the  same 
time  as  the  yard  work.  All  tne  work  done  by  the  ship's  force  was 
highly  necessary  and,  in  their  absence,  would  have  had  to  been  done 
by  the  yard  force,  with  an  ensuing  increase  in  cost  to  the  Government. 

3.  As  the  commanding  officer  has  had  a  number  of  other  experi- 
ences in  working  in  conjunction  with  navy-yards  to  place  torpedo 
vessels  in  shape  for  running,  the  foregoing  remarks  are  based  on  a 
comparison  with  past  experiences. 

Very  respectfully, 

Chas.  E.  Bbillhart, 

Lievienanty  IJ,  S.  Navy, 
C&mmanding  U,  S.  S.  Preole. 
The  Secretabt  op  the  Navy, 

Navy  Department,  Washington,  D.  O. 


U.  S.  S.  Whipple, 
Navy-Yard,  Mare  Island,  Cal,,  June  17, 1909. 
Sm:  In  reply  to  your  letter  of  June  7,  1909,  in  regard  to  my  views 
as  to  the"  relative  advantages  and  disadvantages  of  the  two  systems 
of  organization  at  this  navy-yard,  I  have  the  honor  to  submit  the 
following,  under  the  heads  as  laid  down  in  your  letter: 

1.  MILITARY  value  OF  THE  NEW  ORGANIZATION. 

(a)  Repairs  are  undoubtedly  more  quickly  undertaken  and,  without 
being  based  on  absolute  data,  are  in  my  opinion  more  quickly  com- 
pleted under  the  new  organization  than  under  the  old. 

(6)  I  have  not  noted  any  disposition  on  the  part  of  the  management 
of  the  manufacturing  department  to  ignore  the  views  of  ships'  officers 
regarding  repairs,  or  any  disposition  not  fully  to  consider  the  views 
of  these  officers  in  carrying  out  authorized  work.  In  fact,  in  this 
respect,  I  have  noticed  an  unprovement  under  the  present  manage- 
ment. 

ifi)  It  has  been  my  experience  that  responsible  officers  of  the  manu- 
facturing department  themselves  follow  up  the  work  and  decide 
how  the  work  is  to  be  done,  this  duty  not  being  left  to  foremen  and 
their  subordinates. 

id)  Sliips'  officers  can  quickly  bring  to  the  attention  of  the  respon- 
sible officer  of  the  manufacturing  department  any  delays  in  the  prog- 
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ress  of  the  work  or  an^  unsatisfactory  work,  and  such  reports  are 
given  proper  consideration. 

(e)  The  quality  of  the  work  is  satisfactory.  While  it  is  certainly 
not  inferior  to  that  turned  out  under  the  old  organization,  I  am  not 
prepared  to  say  that  it  is  superior.  The  methods  of  inspection  are 
satisfactory ;  and  I  have  noted  no  tendency  on  the  part  of  the  manu- 
facturing department  to  conceal  bad  work. 

Very  respectfully,  J.  G.  Church, 

Lieuterumt,  U.  8.  Navy,  Commanding, 

The  COBfMANDANT, 

Navy- Yard,  Mare  Island,  Gal. 

[First  Indoreement.] 

Navy- Yard,  Mare  Island,  Cal.,  August  10,  1909. 
1.  Respectfully  forwarded  to  the  Secretary  of  the  Navy  for  his 
information. 

T.  S.  Phelps,  Jr., 
Captain,  Commxindant  Navy- Yard  and  Station. 

[Second  indonement.] 

Navt  Department,  August  18, 1909. 

1.  Respectfully  referred  to  all  bureaus  and  offices  for  their  informa- 
tion and  return. 

2.  By  direction  of  the  Secretary  of  the  Navy. 

F.  S.  Curtis,  Chief  Cleric. 

[Third  indonement.] 

Bureau  op  Yards  and  Docks,  August  26, 1909. 
1.  Respectfully  forwarded  to  the  Bureau  of  Steam  Engineering; 
contents  noted.  The  comments  made  in  the  attached  letters  evi- 
dently refer  to  the  repair  works  upon  naval  vessels,  and  particularly 
to  those  yard  departments  that  were  formerly  employed  in  strictly 
manufacturing  work.  The  bureau  does  not  understand  that  the 
within  reports  have  any  bearing  upon  the  matter  of  pubUc  works  con- 
struction under  the  manager  of  the  manufacturing, department. 

Wm.  M.  SifrrH,  Acting  Chief  of  Bureau. 

[Fourth  Indorsement.] 

Bureau  op  Steam  Engineering,  September  4, 1909. 

1.  Respectfully  forwarded  to  the  Bureau  of  Equipment. 

2.  Contents  noted. 

H.  I.  Cone, 
Engineer  in  Chief  U.  S.  Navy,  Chief  of  Bureau. 

(Fifth  indorsement.] 

Bureau  of  Equipment,  September  9,  1909. 
1.  Contents  noted  and  respectfully  forwarded  to  the  Bureau  of 
Ordnance. 

Cleland  Davis,  Acting  Chief  of  Bureau. 

(Sixth  indorsement.) 

Bureau  of  Ordnance,  September  10, 1909. 

1.  Respectfully  forwarded  to  the  Bureau  of  Construction  and 
Repair. 

2.  Contents  noted. 

N.  E.  Mason,  Chief  of  Bureau^ 
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Appendix  No.  3. 

Navt-Yabd,  Mabe  Island,  Cal., 

Jamuiry  £3, 1910. 
Construction,  Navt  DEPARTiiENT, 

Washington,  D.  0. 

Referringtelegram  work  under  manager,  full  report  Monday  ni^t 
Paymaster  BonnafFon  checked  costs.    Summary  nrst: 

West  Virginia  rebabbitting  estimate  made  by  Lieut.  R.  C.  Davis: 
ship  in  San  Francisco  work  could  not  be  dismantled  and  inspected  ana 
estimate  based  on  statements  ship  officers  as  reported  by  manager  to 
engineering  letter  September  eighteenth  actual  cost  twenty-one 
hundred  eighty  dollars  reported  engineering  by  manager  September. 
Second,  Glacier  excess  cost  over  estimate  due  principalry-  refrigerating 
machinery  estimates  made  by  Lieut.  R.  C.  i)avis  from  statements 
ship  officers  and  examination  without  dismantling  machinery. 
When  work  undertaken  and  machinery  dismantled  conditions  found 
verv  much  worse  than  expected:  conditions  reported  to  inspector, 
andf  large  repairs  not  estimated  on  were  directed  by  inspector. 
Machinist  Krainek,  representing  inspector,  present  nearly  all  the 
time.  Inspector  authorized  working  three  snifts,  increasm^  costs. 
Full  overhead  expense  not  included  in  estimates,  but  included  m  costs. 
Work  done  after  July  1,  and  regulations  gave  inspector  power  direct 
work  and  methods.  Evans  forwarded  inspector  January  seventh  full 
statement.  Third,  statement  estimates  Saturn  incorrect.  Estimates 
submitted;  total,  four  thousand  three  hundred  forty-three  dollars. 
Actual  cost  corresponding  four  thousand  two  hundred  ten.  Active 
cost  corresponding  to  estimate  nine  fifty-one  dollars,  incorrect; 
should  be  fourteen  hundred  forty-five  dollars.  Estimates  submitted 
middle  August,  work  not  undertaken  until  middle  October;  tug  in 
service  and  more  work  required  than  when  estimates  submitted;  also 
one  important  item,  tall-shaft  estimate  made  before  docking  and 
necessarily  approximate.  Inspector  directed  work  not  included  in 
estimates.  Fourth,  statement  West  Virginia  costs  and  estimates 
incorrect.  Omitting  estimates  and  cost,  ash  ejectors  job  not  com- 
pleted; total  estimates,  forty  thousand  nine  hundred  twenty-four. 
Total  costs,  thirty-three  thousand  four  hundred  forty-three.  Omit- 
ting estimates  and  costs  rebabbitting  main  bearings,  which  manager 
stated  in  letter  not  available  for  examination  ana  nothing  to  show 
whether  they  are  out  of  alignment  or  not,  and  subsequent  examinar 
tion  showed  comparatively  small  job;  also  omitting  estimates  and 
costs  boiler  job  estimated  to  be  done  by  ship  force  and  actually  done 
by  yard  force  by  inspector's  directions;  estimates  and  costs  become 
estimate  thirty-two  thousand  six  hundred  twenty-four;  costs, 
twenty-nine  thousand  eighty-nine.  Fifth, \omt8Prehleha,d  condition, 
requiring  repairs.  Commanding  Officer  Bnllhart,  who  is  now  outside 
superintendent  machinery  division,  refused  to  pass  boilers  unless 
j  oiii  ts  were  broken  and  remade.  Lieut.  Milton  Davis,  now  engineering 
superintendent  machinery  division,  informed  manager  same  joints  on 
Paul  Jones  not  broken  when  boilers  were  repaired  this  yard  before 
consolidation  and  afterwards  found  in  bad  condition.  Sixth,  con- 
denser tubes.  Old  tubes  removed  from  Whipple  in  use  at  least  three 
years  and  removed  accoimt  of  bad  condition  and  sent  to  foundry  in 
usual  way  February  eighteenth.     Full  report  submitted  by  manager 
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in  June  and  probably  in  engineering  files.  Alleged  value,  three 
thousand  dollars,  incorrect;  only  of  value  as  scrap;  hence,  no  loss. 
Seventh)  statement  floor  plates  incorrect;  manager  turned  floor 
plates  and  boiler  tubes,  previously  in  steam  engineering  department, 
over  to  storekeeper.  On  accoimt  of  poor  condition  due  to  lack  of 
care,  storekeeper  refused  to  put  them  m  storehouse,  and  storekeeper 
had  them  stowed  in  field  adjacent  enpneering  shops  until  they  were 
overhauled.  Full  report  from  storekeeper,  dated  September  29th, 
forwarded  department,  completely  refutes  statement.  Eighth,  five 
propellers  Fox  and  Darns  made  of  gun  metal,  as  no  suitable  manganese 
oronze  on  hand.  One  installed  Davis  seven  months  ago  used,  not  yet 
removed.  Total  labor  cost,  foxu"  three  himdred  ninety  dollars.  Mate- 
rial can  be  used  agdn  at  loss  estimated  fifty  dollars,  making  total  loss 
four  hundred  forty  dollars.  Cost  one  Dams  labor  one  hundred  twenty- 
three  dollars.  If  this  counted  as  lost  total  loss  allowing  twelve 
dollars  loss  material  on  Davis  is  five  hundred  seventy-five  dollars. 
Full  report  submitted  en^eering  July.  Ninth,  defect  drum  discov- 
ered September  twenty-nmth,inMnediately  reported  to  mspector,  and 
work  stopped  hj  inspector.  Inspector  reconmiended  October  eighth 
to  engineering  riveting  defective  weld.  Manager  asked  for  decision 
and  urged  early  action.  Engineering  telegram  October  eighteenth 
disapproved  inspector's  recommendation  and  directed  new  drum ;  no 
material  on  hand,  manager  suggested  buying  drum  cheaper  and 

;[uicker.  It  was  inspector's  duty  make  requisition,  not  manager's, 
nspector,  November  first,  reauested  storekeeper  make  requisition 
material,  and  this  done  Novemoer  third.  Inspector  informed  mana^ 
ger  November  third  that  he  had  requested  storekeeper  to  make 
requisition  material.  Manager  again,  November  sixth,  suggested  to 
inspector  purchase  of  drum,  but  this  in  no  way  delayed  inspector* 
Any  delays  are  due  to  inspector,  not  manager.  Union  Iron  Works 
could  supply  in  ten  weeks  new  drum  complete  with  fittings,  but  tube 
holes  not  drilled,  for  nine  hundred  fifteen  dollars.  Material  ordered 
not  yet  received  and  believed  not  yet  shipped  from  East. 

Phelps. 


United  States  Navt-Yard, 
Ma^re  Island,  Col.,  January  24, 1910. 
Sib:  1.  Referring  to  the  Bureau  of  Construction  and  Repair  tele- 
gram of  January  21,  1910,  quoting  statement  of  alleged  occurrences 
at  Mare  Island  under  the  manager  and  directing  the  naval  con- 
structor to  forward  a  statement  relative  to  the  same,  I  have  the  honor 
to  submit  the  following  statement : 

2.  Fint.  The  estimate  in  April,  1909,  for  rebabbiting  the  crank-pin  crosehead  and 
eccentric  brasses  of  the  West  Viroinia  at  Mare  Inland  was  $10,350;  the  entimate  for 
identical  work  on  the  engines  of  the  Tenn^Mee  in  1907  at  another  yard  wan  $5,500;  as 
the  machinery  is  identical  the  increased  cost  was  8S  per  cent  under  the  manager 
system. 

(a)  It  will  be  noted  the  comparison  is  made  between  estimates, 
and  in  the  last  line  of  the  above  quotation  it  is  alleged  that  the  in- 
creased cost  was  88  per  cent  under  the  manager  system. 

The  estimates  for  this  work  were  made  whue  the  vessel  was  in  San 
Francisco  Bay.  They  were  made  by  Lieut.  R.  C.  Davis  (now  on 
duty  in  the  Bureau  of  Steam  Engineering),  assisted  by  the  foreman 
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sent  down  with  him.  In  the  manager's  letter  of  September  18, 1909, 
to  the  Bureau  of  Steam  Engineering,  it  was  stated  that  when  ee^i- 
mates  were  made  a  close  inspection  could  not  be  made,  as  the  brasses 
and  eccentric  straps  could  not  be  dismantled  for  examination,  owing 
to  lack  of  time  and  to  the  fact  that  the  ship  was  shortly  to  sail  for 
Seattle,  and  the  estimates  were  based  on  the  statements  of  the 
officers  of  the  ship.    The  actual  cost  of  this  work  was — 

Labor 11,137.07 

Material 1,043.47 

Total 2,180.54 

A  complete  report  giving  comparison  of  the  estimates  and  cost  was 
submitted  to  the  Bureau  of  Steam  Engineering  by  the  manager  in  his 
letter,  dated  September  18, 1909,  a  copy  of  which  is  inclosed  nerewith 
marked^*  A." 

From  the  above  it  will  be  seen  that  the  actual  cost  of  the  work  ia 
far  below  the  estimated  cost  of  $5,500  referred  to  in  the  above  quota- 
tion. 

3.  Second.  The  estimates  of  the  Mare  Island  yard  for  the  repairing  of  the  machinery 
of  the  Glacier  was  |6,443;  the  actual  cost  of  it  was  $14,431.08,  or  2}  times  as  much  as  the 

estimate. 

The  excess  of  actual  cost  over  estimates  in  the  case  of  the  Glacier  is 
principally  due  to  the  large  cost  of  repairs  to  the  refrigerating  machin- 
ery^  in  wmch  case  the  actual  cost  largely  exceeded  the  estimates.  The 
reason  for  this  is  as  follows: 

(a)  The  estimates  were  based  upon  the  statements  of  the  ofhcers  of 
the  ship  and  an  examination  of  the  machinery  without  dismantling 
the  same.  When  the  work  was  undertaken  and  the  machinerjr  dis- 
mantled it  was  found  that  the  work  necessary  to  place  the  machinery 
in  ellicient  condition  was  far  in  excess  of  the  work  estimated  on.  The 
machinery  was  found  to  be  in  very  bad  condition.  These  conditions 
were  reported  to  the  inspector  of  machinery,  who  authorized  and 
directed  that  all  of  the  worK  necessary  to  put  the  machinery  in  efficient 
condition  be  carried  out.  Lieut  R.  C.  Davis  (now  on  duty  in  the 
Bureau  of  Steam  Engineering)  made  the  original  estimates,  assisted 
by  the  foreman,  and  reported  the  conditions  found  later  on  to  the 
inspector  of  machinery  and  kept  in  close  touch  with  the  inspector  of 
machinery,  receiving  nis  instructions  and  transmitting  them  to  the 
yard  force.  The  inspector  of  machinery  or  his  representative. 
Machinist  Kiainek,  who  was  present  nearly  all  the  time  on  the  Glacier 
during  regular  working  hours,  specifically  directed  a  large  amount  of 
work  not  covered  by  the  estimates.  In  a  case  of  this  kind  where  the 
authorized  job  order  calls  for  general  overhauling  of  the  machinery, 
it  is  in  the  power  and  is  the  right  of  the  inspector  to  direct  the  work 
he  considers  necessary. 

In  order  that  there  may  be  no  misunderstanding  regarding  the 
status  of  the  manager  and  the  inspector  relative  to  such  work,  atten- 
tion is  invited  to  the  changes  in  tne  Navy  Regulations  effective  *Tuly 
1,  1909.  Attention  is  further  invited  to  the  order  of  the  commandant 
of  this  navy-yard,  dated  Julv  1,  1909,  giving  detailed  instructions 
regarding  the  carrying  out  of  the  changes  m  the  regulations.  A  copy 
of  the  commandants  order  is  attached  herewith,  marked  '*B,'*  and 
particular  attention  is  invited  to  the  portions  marked  in  this  order 
on  pages  3  and  4.    In  paragraph  (c),  page  3,  it  is  ordered  that "  work 
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shall  be  {performed  exactly  as  laid  out  by  the  inspector  or  his  desig- 
nated assistant.  He  shall  have  full  control  of  the  work  through  the 
manager  and  the  oiganization  of  the  manufacturing  department. 
The  inspector  will  give  such  instructions,  through  the  manager,  as 
he  de^ms  necessary,  and  these  instructions  will  oe  followed.  The 
inspector  is  also  autnorized  to  give  his  instructions  direct  to  the  shop 
superintendent,  the  outside  superintendent,  or  the  officer  in  direct 
charge  of  the  work  on  the  ship.  As  showing  clearly  the  status  of  this 
work  there  is  inclosed  herewith,  marked  !'G,"  a  letter  from  the 
inspector  of  machinery,  dated  August  4,  1909,  addressed  to  the  com- 
mandant and  forwarded  by  the  coiomandant  to  the  manager,  in 
which  the  inspector  requests  that  additional  labor  under  Foreman 
Machinist  Russell  of  at  least  eight  machinists  and  helpers  be  fur- 
nished to  expedite  the  repairs  on  the  refrigerating  plant  oi  the  Glacier. 
This  letter  also  states  as  follows: 

This  plant  must  be  placed  in  efficient  condition,  and  it  is  necessary  that  overhauling 
mav  be  advanced  in  order  to  determine  aU  the  re^Mtirs  necessary  that  the  date  of  sailing 
of  tne  Glacier  may  not  be  postponed. 

Particular  attention  is  invited  to  the  statement  of  the  inspector 
that  the  plant  must  be  placed  in  efficient  condition  and  that  at  the 
time  the  letter  was  written  (August  4,  1909)  the  amount  of  work 
necessary  had  not  then  been  determined.  Verbal  instructions  were 
received  by  Lieutenant  Davis  and  Assistant  Naval  Constructor  Gate- 
wood  from  the  inspector  of  machinery  and  his  representative  as  to  the 
work  required,  and  these  instructions  were  followed  and  the  work 
carried  out  exactly  as  laid  out  by  the  inspector  of  machinery  or  his 
representative. 

A  full  report,  dated  January  7, 1910,  was  made  to  the  comniandant. 
via  the  engineer  officer  of  the  yard,  with  inclosures,  stating  in  detail 
the  large  amount  of  additional  work  foxmd  necessary,  authorized,  and 
carried  out  over  that  estimated  on.  A  copy  of  this  report,  with 
inclosures,is  attached  herewith, marked  ''D."  In  analyzing  the  cost 
of  the  refrigerating-machinery  repairs  as  compared  with  the  estimates, 
it  is  found  that  tne  estimated  cost  of  the  material  for  this  job  was 
$399,  while  the  actual  cost  of  the  material  required  was  $2,467.  This 
gives  the  best  indication  of  the  large  amoxmt  of  work  actually  done 
that  was  not  estimated  on. 

(6)  When  the  estimates  were  made,  in  Jxme,  1909,  an  overhead 
expense  of  about  20  per  cent  was  included.  When  the  work  was 
actually  performed  j  in  July,  Au^st,  and  September,  the  new  system 
of  accounting  was  m  effect,  which  provides  for  the  proper  overheietd 
expense.  Tms  overhead  expense  amounted  to  approximately  56  per 
cent  oh  direct  labor.  This  will  account  for  an  excess  of  35  per  cent  on 
direct  labor  due  to  different  method  of  accounting. 

(c)  From  August  14,  1909,  until  the  completion  of  the  work,  the 
work  was  earned  on  in  three  shifts,  this  being  authorized  by  the 
inspector.  It  was  necessary  to  work  three  shifts  not  only  on  the 
ship  but  also  in  the  shops.  These  were  unusual  conditions',  increas- 
ing the  cost,  which  were  not  anticipated  when  the  estimate  were 
made. 

4.  Third.  At  the  same  yard  the  estimate  for  the  Saturn  was  11,283;  the  cost  was 
$4,186.53.    On  the  Active  the  work  cost  $1,566.54  instead  of  $951. 

(a)  ''The  estimates  for  the  Saturn  were  $1,283  and  the  cost  was 
$4,186.53."     The  statement  regarding  the  estimates  on  the  Saturn 
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18  incorrect.  The  eetimate  of  SI, 283  is  only  one  group  of  lettets 
submitting  estimates,  while  the  cost  nven  is  approzmiately  the 
total  cost.  The  estimate  of  SI  ,283  referred  to  presumabh^  coven 
the  following  items: 

Bureau  of  Steam  Engineering  telegram  of  August  31,  1909,  covering  four 
jobs  (job  orders  43  to  46),  estimated  cost $789. 00 

lianflger'a  letter  71-£M)9,  dated  August  26,  1900,  job  order  63,  estimated 
cost 400.00 

Manager's  letter  71-E-09,  dated  August  23,  1909,  job  order  38,  estimated 
cost 94.00 

Total  estimated  cost 1,283.00 

The  total  cost  of  the  work  referred  to  in  the  estimates  given  above  was 1, 33L  36 

In  addition  to  the  estimates  referred  to,  the  Bureau  of  Steam 
Engineering  has  authorized  other  work,  the  cost  of  which  is  evidently 
incnided  in  the  cost  given  in  the  quotation  above.     This  work  is  as 
follows: 
New  propeller  blades  covered  by  job  order  1202,  estimated  cost $975. 00 

This  estimate  was  made  in  Januar^r  by  the  head  of  the  department 
of  steam  engineering  and  did  not  include  any  overhead  charges. 
The  actual  cost  of  the  work  was  S904.48,  which  included  $426.78  of 
indirect  expense.  The  direct  cost  of  the  job  was  $477.70,  which  is 
comparable  with  the  estimate  of  $975  made  by  the  engineer  officer. 

Again,  the  manager  in  his  letter  dated  July  15,  1909,  submitted  an 
estimate  for  other  work  amounting  to  $1,640.  This  work  was 
authorized  by  the  Bureau  of  Steam  Engineering  in  its  letter  dated 
July  31,  1909,  at  the  estimate  given  by  the  manager,  that  is,  $1,640. 
The  actual  cost  of  this  work  was  $1,675.56. 

A  detailed  sunmiary  giving  each  job  order  with  its  estimate  and 
cost  in  parallel  columns  is  forwarded  herewith  marked  '^£.''  A 
condensed  summary,  giving  the  comparison  of  estimates  and  cost,  is 
given  below: 

Item  If  estimates  covered  by  Bureau  of  Steam  Engineering  telegram  of 
August  31,  1909.  iob  orders  43  to  46  (manager's  letter  August  26,  1909, 
JO  53:  manager ^s  letter,  August  23, 1909,  JO  38): 

Estimate 11,283.00 

Actual  cost 1,83L26 

New  propeller  blades,  job  order  1202,  estimate  made  in  January  by  the  head 
of  tne  former  department  of  steam  engineering: 

Estimate 976.00 

Actual  cost 904. 48 

Estimate  submitted  in  mana^er^s  letter  of  July  15,  1909,  approved  by  the 
Bureau  of  Steam  Engineering's  letter  of  July  31,  1909: 

Estimate 1,640.00 

Actual  cost 1, 675. 86 

liani^er's  letter  71-E-09,  March  30,  1909;  work  undertaken  by  comman- 
dant's oral  authority,  job  orders  12,  13,  and  14: 

Estimate 18.00 

Actual  cost 32.90 

Manager's  second  indorsement  71-E-09,  dated  July  23, 1909,  authorized  by 
commandant's  prior  indorsement  of  July  21,  1909,  job  orders  18  and  19: 

Estimate 382.00 

Actual  cost 247.  *7 

Job  order  15  to  test  boilers,  issued  by  virtue  of  commandant's  oral  authority 
of  July  2,  1909,  no  estimates  submitted  to  bureau. 

Estimate 45.00 

Actual  cost 18. 10 

Total  of  estimatos 4, 343. 00 

Total  actual  cost 4,210.25 
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• 

(6)  "On  the  AeHve  the  work  eost  $1,566.54,  instead  of  $951/' 
The  estimate  of  S951  covers  the  items  submitted  in  the  manager's 
indorsement  on  a  letter  from  the  inspector  of  machinery  recommend- 
ing repairs  to  the  Actwe,  dated  August  26,  1909,  a  copy  of  which  is 
inclosed  herewith,  marked  "F."  The  actual  cost  of  these  items  was 
$1,444.90,  and  not  $1,556.54,  as  stated  in  the  quotation.  It  is  evident 
that  costs  not  covered  by  the  estimates  referred  to  have  been  included 
in  the  total  jgiven  in  the  quotation.^  There  is  attached  herewith, 
marked  "  G,  a  detailed  summary,  by  job  orders,  eiving  estimates  ana 
corresponding  costs.  The  estimates  for  this  work  were  made  about 
the  middle  of  August,  1909,  while  the  work  was  not  undertaken  until 
the  middle  of  October,  1909.  This  vessel  is  a  yard  tug  and  was  in 
active  service,  and  when  the  work  was  undertaken  through  wear  and 
tear  due  to  service  there  was  more  work  than  when  the  estimates  were 
submitted.  A^in,  attention  is  invited  to  the  character  of  the  im- 
portant items  m  the  estimates.    Item  (6)  is  as  follows: 

Examine  and  line  up  as  necessary  the  tail  shaft  and  spring  bearmge. 

The  vessel  was  not  in  dock,  and  an  examination  of  actual  condi- 
tions could  not  be  made,  and  it  could  not  be  determined  what  work 
was  actually  necessary.  Such  an  ^estimate  must  necessarily  be 
approximate.  The  amount  of  work  could  not  be  determined  until 
the  vessel  was  docked,  the  propeller  removed,  and  the  shaft  with- 
drawn.   Attention  is  also  invited  to  item  (c) : 

Examine  and  reseat  as  necessary  boiler  check  stop  and  safety  valves.  Make  nec- 
essary repairs  to  place  same  in  good  condition. 

This  is  an  item  similar  to  the  one  referred  to  above.  The  valves 
could  not  be  dismanjiled.  Far  greater  repairs  were  found  necessary 
on  this  item  than  were  estimated  on.  When  the  work  was  under- 
taken, as  the  job  orders  called  for  necessary  work,  all  work  found 
on  these  items  was  necessarilv  carried  out,  and  the  work  thus  found 
necessary  was  greater  than  that  estimated  on  when  the  work  could 
not  be  seen  ana  the  estimates  made.  A  further  cause  for  the  increase 
in  cost  was  the  fact  that  the  inspector  of  machinery  and  his  repre- 
sentative directed  work  to  be  undertaken  on  these  items  which  was 
not  covered  by  the  job  order  and  which  was  not  estimated  on.  The 
inspector  of  machinery's  authority  in  this  respect  under  the  changes 
in  the  Navy  Regulations  effective  July  1,  1909,  was  absolute,  and  the 
manager  must  carry  out  the  instructions  received  from  the  inspector. 
There  ia  attached  herewith,  marked  ^'H/'  a  memorandum  to  the 
shop  superintendent  from  Assistant  Naval  Constructor  Cobum,  a 
copy  being  sent  to  the  inspector  of  machinery,  in  which  it  was  stated 
that  alterations  would  be  made  to  the  feed,  stop,  and  check  valves. 
JKeference  to  the  estimates  will  show  that  this  work  was  not  contem- 
plated, and  it  caused  considerable  increase  in  cost.  There  is  also 
attached,  marked  ''I,''  memorandum  to  the  inspector  of  machinery 
from  Naval  Constructor  Wright,  referring  to  the  job  order  covering 
item  (i)  of  the  estimates:  "Make  necessary  repairs  to  cylinder  lag- 
ging; lagging  not  to  be  renewed.''  The  machinist  assistant  to  the 
inspector  of  machinery  directed  that  this  lagging  be  renewed,  and 
this  was  done,  considerably  addipg  to  the  cost.  Particular  attention 
is  invited  to  the  documentary  evidence  submitted  in  these  two 
memoranda,  and  which  explains  not  only  the  conditions  regarding 
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this  work,  but  also  the  conditions  regarding  other  work  in  that  the 
inspector  of  machinery  directs  what  work  snail  be  undertaken  when 
the  job  orders  have  been  authorized  calling  in  general  terms  for 
overhauling  or  repairing,  and  the  manager  must  necessarily,  under 
the  regulations,  carry  out  the  instructions  of  the  inspector. 

5.  Fourth.  On  the  West  Virginia,  though  the  department  told  the  yard  that  the 
estunatea  were  considered  excessiye,  the  cost  exceeded  these  estimatee  by  $5,657.83, 
and  by  $13,583.83  if  allowance  be  made  for  one  estimate  of  $8,000,  the  work  for  which 
was  performed  in  manner  recommended  by  the  inspector  of  machinery  at  a  cost  of 

1874. 

The  statements  regarding  estimates  and  cost  quoted  aboTe  are 
incorrect.  Before  taking  up  in  detail  the  estimates  and  costs,  atten- 
tion is  invited  to  the  statement  contained  in  the  last  three  lines  of  the 
above  quotation  relative  to  an  estimate  of  $8,000  and  that  the  work 
was  performed  in  a  manner  recommended  by  the  inspector  of  mar 
chinery  at  a  cost  of  $874.  I  beg  to  invite  attention  to  the  misleading 
character  of  this  statement.  In  the  manager's  letter,  dated  April  28, 
1909,  containing  estimates  for  repairs  to  the  West  Virginia,  which 
were  forwarded  through  the  inspector  of  machinery  and  the  com- 
mandant, and  finally  to  the  Bureau  of  Steam  Engineering,  under 
item  3  there  was  the  following^ 

Rebabbitt  as  necessary  and  line  up  all  main  bearings,  both  main  engines: 

Labor $6,000.00 

Material 2,000.00 

Total 8,000.00 

Time,  ninety  days. 

Below  this  estimate  there  was  the  following  explanation,  which  is 
quoted  below  exactly  as  submitted: 

The  main  bearings  were  not  available  for  examination  and  have  nothing  to  show 
whether  they  are  out  of  alignment  or  not.  Starboard  main  bearings  are  lined  up  with 
liners,  and  babbitt  metal  is  reported  to  have  dragged  and  to  have  become  heated  in 
the  port  bearings.  The  above  estimate  is  tentative.  Recommended  that  examina- 
tion be  made  on  the  ship  when  she  comes  to  this  yard  for  repairs  and  further  report 
submitted. 

It  will  be  seen  that  the  manager  stated  clearlj  that  there  was  no 
way  of  determining  whether  the  work  was  requu*ed  or  not,  and  the 
manager  submitted  a  definite  recommendation  that  further  examina^ 
tion  be  made  when  the  ship  arrived  at  the  yard  to  determine  the 
repairs  necessary.  When  the  ship  arrived  at  the  yard  this  examina- 
tion was  made,  as*  was  done  with  a  number  of  other  items.  The 
examination  was  made  by  representatives  of  the  manufacturing 
department  and  by  the  inspector  of  machinery,  and  it  was  found  that 
rebabbitting  and  lining  up  were  not  necessary,  and  this  work  was 
therefore  not  undertaken.  One  top  bearing  was  rebabbitted,  but 
no  others. 

In  the  Bureau  of  Steam  Engineering  letter,  dated  May  20, 1909,  the 
work  was  approved  as  recommended  by  tne  manager,  but  it  was 
stated  that  new  estimates  should  be  submitted  on  items  4,  5,  and  6, 
on  which  items  it  was  considered  that  estimates  were  excessive. 

There  is  attached  herewith  a  detailed  summary  by  job  orders  of 
the  work  undertaken  on  the  West  Virginia,  giving  for  each  job  ordet 
the  estimated  cost  and  the  actual  cost.  Summaries  have  been  pr^ 
pared  from  these  details  and  are  included.  These  summaries  clearly 
show  that  the  statements  made  in  the  above  quotation  regarding  the 
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cost  exceeding  the  estimates  are  incorrect.  The  accounting  officer, 
Paymaster  Bonnaffon,  has  at  my  request  checked  from  the  records 
the  detailed  statement  forwarded  herewith  and  is  willing  to  certify 
to  the  correctness  of  the  costs  shown  in  this  statement.  Eliminating 
from  consideration  jobs  of  work  which  were  undertaken  and  not 
completed,  as  shown  by  summary  No.  2,  it  bein^  impossible  to  con- 
sider on  either  side — that  is,  estimates  or  costs — tnese  jobs,  the  follow 
ing  is  ascertained : 

The  total  estimate,  summary  No.  1,  was $49,924.00 

The  actual  cost,  coiresponding  to  summary  No.  1 33,443.03 

There  are,  however,  two  items  which  it  is  believed  in  fairness  should 
be  eliminated  from  tnis  summary.  -  These  are  as  follows:  Job  order 
102,  main  bearings.  As  explained  above  and  also  as  noted  under  tMs 
job  order  number  on  the  sunmiary,  the  estimate  of  S8,000  was  for  a 
very  different  job  from  that  undertaken,  as  it  was  found  that  it  was  not 
necessary  to  line  up  and  rebabbitt.  This  estimate  and  cost  should 
therefore  be  eliminated  in  any  comparison  of  estimates  and  cost. 
Another  item,  boiler  tubes,  job  order  104:  When  this  estimate  was 
submitted  it  was  on  the  basis  that  the  ship's  force  should  do  the  work 
and  that  the  yard  would  furnish  the  material,  and  no  estimate  was  in- 
cluded for  labor.  When  the  ship  arrived  at  the  yard  an  examination 
was  made  of  the  boilers  by  a  representative  of  the  manufacturing 
department  and  the  inspector  of  machinery.  It  was  found  that  the 
job  required  was  far  greater  than  that  estimated  on,  and  that,  taking 
mto  consideration  omer  work  undertaken  by  the  ship's  force,  the 
boiler  job  was  beyond  the  capacity  of  the  ship's  force,  and  the  inspector 
of  machinery  authorized  and  directed  that  the  work  should  be  under- 
taken by  the  yard  force  assisted  by  the  ship's  force.  In  this  connec- 
tion attention  is  invited  to  the  report  on  the  board  of  investigation 
regarding  the  work  done  on  the  boilers  of  the  West  Virginia.  This 
investigation  was  a  very  exhaustive  one,  and  all  testimony  taken  by 
the  board  was  sworn  testimony.  Much  interesting  information  can 
be  found  regarding  this  job  from  the  record  of  the  proceedings  of 
this  board.  In  any  comparison  of  estimates  and  costs,  m'faimess,  this 
should  also  be  eliminated.  Eliminating  these  two  items  both  from 
estimates  and  costs,  the  comparison  of  estimates  and  costs  become  the 
following: 

Estimates 133,624.00 

Actual  cost 29,088.86 

Attention  is  further  invited  to  the  fact  that  the  majority  of  the 
estimates  given  above  were  made  in  April  before  the  new  cost-keeping 
system  was  in  effect,  and  did  not  take  into  account  the  full  overhead 
cnarges,  only  about  25  per  cent  overhead  charges  on  direct  labor 
being  included.  Practically  all  of  this  work  was  done  after  the  first 
of  July.  1909,  when  the  new  system  of  accounting  went  into  effect, 
and  full  overhead  charges  are  included  in  the  costs  given  above,  an 
amount  of  approximately  from  55  to  60  per  cent  on  direct  labor. 

6.  Fifth.  Cozisideiable  expense  has  been  due  to  inexperience  and  lack  of  knowledge 
of  engineering  work  on  the  part  of  the  managers.  Some  examples  are  permanent 
joints  were  broken  on  the  bouers  of  the  Preble,  not  because  this  work  was  necessaryp 
but  because  of  a  desire  to  see  what  the  joints  looked  like. 

The  joints  referred  to  are  the  joints  of  the  circulating  pipe  at  the 
bottom  of  the  boiler.    The  boilers  of  this  vessel  were  removed  from 
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the  ship,  taken  to  the  shop,  all  fitting  completelr  oreriiauled,  and 
the  boilers  retubed.  The  joints  were  oroken  and  round  to  be  in  bad 
condition.  The  inspector  of  machinery  in  a  memorandum  to  the 
manager,  dated  May  7,  1909,  stated  Uiat  he  considered  the  work 
unnecessary.  The  manager  stopped  the  work  and  made  a  detailed 
personal  inyestigation  of  the  work  and  found  the  joints  in  bad  condi- 
tion. He,  however,  desired  to  discuss  the  subject  with  the  command- 
ing officer  and  the  inspector  and  did  not  immediately  continue  the 
work.  The  commanding  officer,  hearii^  that  the  work  had  been 
stopped  on  the  joints  and  that  it  would  not  be  done,  came  to  the 
manager  and  protested,  stating  that  the  joints  were  in  bad  condition 
and  that  he  would  not  accept  the  boilers  unless  the  joints  were  over- 
hauled. By  the  Navy  Regulations  then  in  effect  the  commsjiding 
officer,  or  an  officer  designated  b^  him,  was  the  inspector  of  the  work. 
I  went  over  the  case  fu&y,  examined  the  joints  again  with  the  com- 
manding officer,  and  directed  the  work  to  proceed,  and  reported  fuU^ 
in  a  memorandum,  dated  May  26,  1909,  to  the  inspector  the  condi- 
tions and  my  reasons  for  continuing  the  work.  I  heard  nothirg 
further  from  the  inspector.  If  the  inspector  had  considered,  after 
these  representations  had  been  made  to  him,  that  the  work  was 
unnecessary  and  it  was  a  waste  of  public  money,  it  was  not  only  his 
privilege,  but  his  duty,  to  report  the  facts  to  the  commandant  for 
settlement  by  the  commandant  or  reference  to  the  department.  No 
such  action  was  taken.  The  commanding  officer  referred  to  above 
is  Lieut.  C.  E.  Brillhart.  Lieutenant  Brilfiiart  is  at  the  present  time 
an  assistant  to  the  euji^ineer  officer  and  is  the  outside  superintendent 
of  the  machinery  division.  If  Lieutenant  Brillhart  is  compet^it  to 
be  outside  superintendent  in  the  machinery  division,  his  judgment 
and  experience  would  certainly  justify  him  to  take  the  action  that  he 
did  regarding  the  joints  referred  to.  Furthermore,  in  a  letter  to 
Naval  Constructor  Wright  regarding  the  boilers  of  the  Pa/ul  JaneSf 
Lieut.  M.  S.  Davis,  commanding  officer  of  that  vessel,  volunteered 
the  information  that  he,  at  the  Puset  Sound  Navy-Yara,  had  bn^en 
the  same  joints  on  his  boilers  ancTthat  from  the  looks  of  the  joints 
they  had  not  been  broken  for  yeara^  and  that  he  had  found  waste  m  the 
circulating  pipe.  Lieutenant  Davis  has  further  stated  to  the  manager 
that  when  the  joints  were  broken  they  were  found  to  be  in  bad  con- 
dition. There  is  attached  herewith  the  original,  marked  "K/'  of 
Lieutenant  Davis's  letter.  The  boilers  of  the  I^avZ  Jones  wers  rehibed 
and  repaired  at  this  navy-yard  by  the  steam  engineering  department 
previous  to  consolidation.  The  unsatisfactory  boiler  work  referred 
to  in  Lieutenant  Davis's  letter  was  all  done  previous  to  consoUdation. 
Lieutenant  Davis  is  at  present  on  duty  in  the  machineiy  division  at 
this  navy-yard,  occupying  the  position  of  engineerinjg  superintendent. 
I  desire  to  add  that  from  my  observation  at  this  navjr-vard  pre- 
vious to  consolidation  and  information  obtained  from  officers  who 
had  knowledge  of  conditions  existing,  I  considered  the  work  in  the 
boiler  makers  department  under  the  foreman  boiler  maker  as  unsat- 
isfactory. I  therefore  gave  close  personal  attention  to  the  boiler 
work,  particularly  the  work  on  the  Preble's  boilers,  this  being  one 
of  the  first  large  boiler  jobs  undertaken  after  consoUdation.  The 
conditions  regarding  the  boiler  makers'  department  are  fully  set 
forth  in  the  record  of  proceedings  of  the  board  of  investigation  on 
the  West  Virginia's  boilers  above  referred  to.  and  attention  is  te- 
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rtfully  invited  to  the  facts  set  forth  in  the  evidence  put  before 
board. 

7.  Sixth.  At  the  Mm«  yaid  condenoer  tubes  vmlued  at  about  $3,000  were  melted 
up  9M  scrap  and  the  manager  was  unable  to  fix  the  responsibility  for  this  waste. 

The  manager  made  full  report  regarc^ng  this  subject  in  his  letter 
dated  June  12,  1909,  a  copy  of  which  is  herewith  inclosed,  marked 
''L/'  and  particular  attention  is  invited  to  the  marked  portions. 
The  tubes  referred  to  were  old  tubes  that  were  removed  irom  the 
condensers  of  the  Whipple  on  account  of  their  bad  condition.  From 
information  obtained  n-om  the  commanding  officer  of  the  Whipple 
it  is  beUeved  that  these  tubes  had  been  in  use  for  at  least  three 
years,  perhaps  longer.  The  manager  had  inspected  the  tubes  on 
the  dock  ancf  considered  them  only  fit  for  scrap.  As  there  are  none 
of  the  tubes  in  existence,  the  Quality  of  the  tubes  at  this  time  can 
not  be  settled.  The  foUowing  aata,  however,  can  be  supplied.  The 
inspector  of  machinery,  in  a  letter  to  the  manager,  dated  April  23, 
1909,  regarding  the  tubes  removed  from  the  condensers  of  the  Oin^ 
cinnatif  states  as  foUows: 

The  material  of  the  tubes  except  at  the  ends,  still  appeals  to  be  of  excellent  quality, 
and  by  cutting  off  the  enas  of  the  tubes  they  will  still  be  serviceable  for  retubing 
shorter  condensers.  *  *  *  A  similar  condition  was  found  in  the  condenser  tubes 
of  Uie  U.  S.  S.  Whipple f  to  which  your  attention  was  called  in  a  memorandum  from 
this  office  on  February  5, 1909. 

From  this  statement  of  the  inspector  it  would  appear  that  he  con- 
sidered the  condition  of  the  Whtpj^  tubes  about  tne  same  as  those 
of  the  Cincinnati.  A  copy  of  the  mspector's  memorandum  of  April 
23,  1909,  above  referred  to,  is  attached  hereto,  marked  **M."  The 
manager  made  a  thorough  test  of  the  tubes  of  the  Cincinnati  and  found 
them  entirely  unfit  for  any  purpose  other  than  scrap.  Not  only  were 
the  ends  in  oad  condition  but  tne  material  in  the  middle  of  the  tubes 
on  test  failed  completely.  The  tests  were  made  by  the  manager  with 
Foreman  Machinist  RusseU.  A  large  number  of  samples  of  the  tubes 
were  forwarded  to  the  Bureau  of  Steam  Engineering  by  express,  so 
that  that  bureau  could  see  the  poor  condition  of  the  tubes.  These 
samples  can  probably  be  obtained  from  the  bureau,  and  I  am  willing 
to  submit  these  samples  to  any  engineer  and  abide  by  his  decision, 
and  I  am  satisfied  that  the  decision  will  be  that  the  tubes  are  unfit  for 
any  purpose  except  scrap.  Full  report  of  these  conditions  is  included 
in  the  manager's  letter,  dated  June  12,  1909.  Under  these  condi- 
tions I  am  unable  to  see  how  there  could  have  been  any  waste,  as  the 
material  of  the  tubes  has  been  utilized  as  scrap  brass.  Regarding 
the  statement  that  the  manager  was  unable  to  nx  the  responsibility 
for  the  scraping  of  these  tubes,  particular  attention  is  invited  to  the 
statements  made  in  the  manager's  letter  of  June  12  regarding  Assist- 
ant Naval  Constructor  Henry  not  being  on  duty  at  this  navy-yard, 
and  for  that  reason  a  full  investigation  could  not  be  made.  Had  the 
manager  received  any  information  that  the  Bureau  of  Steam  Engineer- 
ing desired  further  investigation.  Assistant  Naval  Constructor  Henry 
would  have  been  communicated  with  and  further  information 
obtained.  The  manager  received  no  information  that  the  explana- 
tion submitted  in  his  fetter  of  June  12,  1909,  was  not  entirely  satis- 
factory. 

8.  Seventh.  Again,  at  Mare  Island  floor  phttes  to  the  value  of  $1,500  were  thrown  on 
the  dump  because  the  edges  were  nuty,  on  account  of  which  the  general  storekeaper 
would  not  receive  them. 
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The  manager  is  only  indirectly  concerned  in  the  statement  quoted 
above,  as  the  floor  plates  referred  to  were  delivered  by  him  to  the 
general  storekeeper.  The  general  storekeeper,  howevej:,  has,  at  the 
request  of  the  former  manager,  furnished  the  correspondence  which 
completely  refutes  the  statement  quoted  above.  In  taking  over  the 
steam  engineering  department  a  large  amount  of  material  was  found, 
some  of  which  was  on  charge  on  the  storekeeper's  books,  and  other 
material  not  on  charge  on  any  books.  The  manager  gave  instructions 
that  this  material  was  to  be  cleared  up  at  once,  turned  into  store,  and 
a  proper  accounting  made  of  it.  Some  of  the  material  had  greatly 
detenorated,  owing  to  lack  of  care.  Further  explanation  b  best  given 
by  consulting  the  correspondence  fxirnished  by  the  general  store- 
keeper, which  is  attached  herewith,  marked  "N."  This  correspond- 
ence consists  of  a  letter  from  the  commandant  of  this  navy-yard  to 
the  general  storekeeper  calling  attention  to  certain  testimony  given 
by  former  Foreman  Boiler  M^er  Kavana^h  before  the  board  of  inves- 
tigation on  the  boiler  job  of  the  West  Virainia,  in  which  statement 
was  made  that  certain  floor  plates  and  boiler  tubes  had  been  turned 
over  to  the  general  storekeeper  and  that  the  general  storekeeper 
refused  to  receive  them  in  store  and  placed  them  on  the  diunp.  The 
general  storekeeper,  Paymaster  Bonnaffon,  was  personally  cognizant 
of  the  transaction  and  was  able  to  completely  refute  the  statements 
made.  As  the  full  explanation  is  given  in  the  attached  correspond- 
ence, no  further  statements  are  considered  necessary.  This  corre- 
spondence was  referred  by  the  commandant  to  the  Navy  Department. 

9 .  Eighth .  Mare  Island  had  orders  to  mak  e  five  screw  propellers  for  the  Davis  and  Fox 
and  none  of  the  test  pieces  were  pulled  until  all  the  screws  had  been  cast,  and  when  it 
was  found  that  the  metal  was  of  such  inferior  quality  as  to  be  fit  Only  for  the  scnp 
heap;  had  the  test  piece  from  the  first  screw  cast  been  pulled,  the  poor  quality  of  the 
material  would  have  been  known  and  a  needless  expenditure  of  $1,000  avoided. 

A  number  of  propellers  were  required.  The  only  manganese  bronze 
on  hand  was  a  small  quantity  of  Reeves'  tubal  bronze.  A  number  of 
casts  were  made  of  tnis  material,  every  precaution  being  taken  in 
making  the  melt,  and  the  work  being  done  by  the  most  experienced 
men  employed  in  the  yard.  These  tests  showed  the  metal  to  be 
unsatisfactory  for  propellers.  The  material  was  also  analyzed  and  it 
was  found  that  it  vaned  from  the  prescribed  analysis  for  manganese 
bronze  as  contained  in  the  specincations  of  the  Bureau  of  Steam 
Engineering.  This  metal  was  therefore  considered  unsatisfactory 
for  the  work.  The  inspector  of  machinery  in  a  memorandum  sug- 
gested the  use  of  some  good  ordnance  scrap.  This  was  investigated 
and  it  was  found  that  there  was  a  small  quantity  of  the  scrap  which 
gave  excellent  results,  but  that  the  remainder  of  the  scrap  was  of 
mferior  quality.  A  propeller  was  immediately  required  for  the  tor- 
pedo boat  Dmns;  also  propellers  were  ordered  as  spares  for  both  the 
Vayis  and  Fox.  As  tnese  were  small  boats  of  low  power  it  was 
believed  that  satisfactory  results  could  be  obtained  by  making  the 
propellers  of  gun  metal.  This  was  done  and  the  test  specimens 
showed  a  tensile  strength  of  about  25,000  pounds  and  a  very  low 
elongation.  In  this  connection  I  beg  to  invite  attention  to  the  fact 
that  full  investigation  was  made  at  that  time  regarding  the  practice 
of  the  former  department  of  steam  engineering  regarding  taking  tests 
of  material  cast,  and  it  was  found  that  the  omy  tests  of  which  there 
was  any  record  was  Active,  average  tensile  strength,  21,350  pounds; 
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elongation,  6.25  per  cent  in  2  inches.  This  propeUer  was  not  con- 
demned. Wyoming,  average  tensile  strength.  53,000  pounds;  elonga- 
tion, 9  per  cent  in  2  inches.  It  appeared  clear  that  it  was  not  the 
general  practice  of  the  former  department  of  steam  engineering  to 
take  coupons  and  make  tests. 

Tlie  total  cost,  labor  and  material,  for  the  four  spare  propellers, 
Da/vis  and  Fox,  is  as  follows: 

Labor $389.50 

Material 311.40 

Total 700.90 

With  these  four  propellers  condemned  all  of  the  labor  charges, 
amounting  to  $389.50,  are  lost;  the  material,  however,  is  not  a  loss 
as  it  can  be  used  for  other  purposes.  It  is  estimated  that  the  loss  in 
melting  and  the  cost  of  breaking  up  will  be  $50,  making  the  total  loss 
on  these  four  propellers  $439.50.  As  the  propeller  fitted  to  the 
Davis  has  been  on  tnat  vessel  for  seven  months  and  in  use,  it  is  hardly 
considered  fair  to  consider  this  propeller  as  a  loss  even  though  it  be 
condenmed  at  the  present  time.  If  it  is  considered  as  a  total  loss  the 
labor  expended  on  it,  amounting  to  $122.11,  will  also  be  a  loss.  Also 
$12  for  loss  in  material.  The  total  loss  on  this  propeller  will  be 
$134.11.  This  added  to  the  loss  given  above  will  give  as  a  total  loss, 
$573.61. 

In  connection  with  this  subject  it  can  be  stated  that  the  mana^ei 
recognized  that  the  foundry  force  were  not  experienced  in  handlmg 
manganese  bronze,  and  a  metallurgist  at  $10  a  day  was  obtained  on 
reqmsition  to  educate  the  foreman  and  melters.  This  has  resulted  in 
marked  improvement  in  the  foundry,  particularly  in  handling 
manganese  bronze. 

10.  Ninth.  All  iUuBtratine  the  imfamiliarity  of  the  naval  constructor  with  engi- 
neering work  may  be  cited  the  following: 

A  very  simple  job  came  ud  at  Mare  Island  for  making  a  new  drum  for  one  of  the 
boilera  of  the  torpedo  boat  Farraaut.  The  work  involved  no  complication  whatever 
and  wae  such  as  any  boiler  shop  should  have  been  able  to  handle  with  ease,  but  after 
coDsuminff  eighteen  davs  without  doing  anv  work  at  the  yard,  the  manager  recom- 
mended that  the  drum  be  purchased.  Had  ne  been  at  all  experienced  in  boiler  work 
he  woiQd  have  procured  the  material  and  proceeded  with  the  work  without  delay. 

The  statement  given  below  clearly  shows  that  the  mani^er  is  in 
no  way  responsible  for  any  delay  in  connection  with  the  repairs  to  the 
Farragvi^SDoil&ts.  In  view  of  the  statements  made  in  the  quotation, 
the  former  manager  feels  justified  in  inviting  attention  to  the  marked 
chaises  that  have  been  made  in  the  methods  followed  in  making 
repairs  to  water-tube  boilers  at  the  Mare  Island  Navy-Yard.  These 
methods  have  resulted  in  enormous  reduction  in  cost  of  work  and 
enormous  reduction  in  the  time  required  to  do  the  work.     Full  re- 

S>rt8  have  been  made  to  the  Navy  Department  regarding  these  con- 
tions.  Certain  members  of  the  House  Naval  Committee  (officially 
visiting  the  yard)  have  been  informed  in  general  of  the  changes  made 
and  the  improvements  which  resulted.  The  Assistant  Secretary  of 
the  Navy  has  inspected  this  work  and  is  famiUar  with  the  general 
conditions. 

Regarding  the  drum  of  the  Farragvi,  the  defect  was  discovered 
when  the  tubes  were  cut  out  on  September  29,  1909.  Work  was 
immediately  stopped  and  the  inspector  was  notined.     The  inspector 
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inspected  the  work  on  September  30  and  directed  that  no  further 
work  be  done  xintil  he  autnorized  it.  On  October  8,  1909,  the  in- 
spector in  a  letter  to  the  Bureau  of  Steam  Engineering,  copy  inclosed 
herewith,  marked  ''O/'  recomm#nded  that  the  defective  weld  be 
riveted;  copy  of  this  letter  was  furnished  the  manager.  The  manner 
requested  that  early  decision  be  made  in  order  that  the  manager 
could  keep  his  promise  that  all  work  could  be  completed  and  the 
vessel  ready  for  commissioning  within  seventy  days.  On  October 
16,  1909,  no  decision  having  been  received,  tne  manager  addressed 
a  letter  to  the  commandant,  via  the  inspector,  inviting  attention 
to  the  conditions  and  ui^ing  early  action.  In  this  letter  the  manager 
also  invited  attention  to  the  fact  that  the  defect  in  the  weld  had  ex- 
isted at  the  previous  retubing,  which  was  done  by  the  former  depart- 
ment of  steam  engineering.  The  Bureau  of  Steam  Engineenng's 
telegram  dated  October  18,  1909,  disapproved  the  inspector's  rec- 
ommendation and  directed  that  a  new  drum  be  made.  This  tele- 
gram was  confirmed  by  the  bureau's  letter  dated  October  19,  1909, 
a  copy  of  which  is  inclosed  herewith,  marked  "P."  The  inspector 
was  informed  by  representatives  of  the  manager  that  there  was 
no  material  on  nana  to  make  the  drum.  According  to  the  Navy 
Regulations,  as  modified  July  1, 1909,  it  was  the  duty  of  the  inspector 
to  make  requisition  for  the  necessary  material.  It  was  not  the  duty 
of  the  manager  to  procure  the  material  as  is  indicated  in  the  quotation 
above.  The  manager  and  also  his  representatives  suggested  to  the 
inspector  the  advisability  of  purchasing  a  drum,  as  the  manager 
believed  that  a  drum  could  be  purchaseacheaper  and  obtained  more 
|[uickly  than  the  material  could  be  obtained  and  the  drum  manu- 
actured  at  the  yard.  The  Manager  received  no  information  from 
the  inspector  as  to  what  action  was  to  be  taken  up  till  November  2 
The  manager  therefore  addressed  a  memorandum  to  the  inspectori 
copy  inclose<i  herewith,  marked  '^Q,"  and  inquired  of  the  inspector 
specifically  as  follows: 

(a)  Whether  a  new  welded  drum  will  be  ordered  from  eastern 
manufacturers? 

(h)  Whether  the  necessary  material  for  making  the  drum  will  be 
ordered? 

(c)  Whether  material  on  hand  will  be  used  in  the  manner  shown  on 
sketch  proposed? 

The  manager  desired  this  information  in  order  to  know  how  to  lay 
out  the  work  for  the  boiler  maker's  force.  Under  date  of  November 
3,  1909,  in  repl^  to  the  manager's  memorandum,  the  inspector  stated 
that  the  material  for  the  manufacture  of  a  new  drum  would  be 
ordered  and  that  he,  the  inspector,  had  made  request  cm  the  general 
storekeeper  under  date  of  November  1,  1909,  for  the  purchase  of  the 
necessary  material.  The  storekeeper  made  the  necessary  reciuisition 
on  November  3,  1909.  The  manager,  after  receiving  tnis  informa- 
tion, under  date  of  November  5,  1909,  copy  inclosed,  marked  ''R," 
called  attention  to  the  subject  and  statea  it  would  be  impossible 
under  these  conditions  to  complete  the  boiler  work  as  originaUy 
promised,  and  stated  that  no  dafinite  date  could  be  fl^ven,  as  this 
would  depend  on  when  the  material  was  obtained.  The  manager 
also  addressed  another  memorandum,  dated  November  6,  1909,  copy 
inclosed,  marked  ''S,"  to  the  inspector  again  suggesting  the  purchase 
of  a  drum  and  again  stated  his  belief  that  the  drum  could  be  obtained 
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in  less  time  and  at  less  cost  than  if  the  material  was  purchased  and 
the  drum  manufactured  in  the  yard.  The  inspector  evidently  for- 
warded this  memoraiidum  to  the  Bureau  of  Steam  Engineering,  for 
the  bureau,  in  its  telcpram  dated  November  15,  1909,  again  directed 
the  manufacture  of  the  drum,  and  this  telegram  was  confirmed  by 
the  bureau's  letter  of  November  15,  1909,  oopy  of  which  is  inclosed 
herewith,  marked  ''T."  In  this  letter  the  bureau  asked  the  qiecifie 
question  as  to  what  steps  had  been  taken  to  secure  the  necessary 
material  for  the  manufacture  of  the  drum.  The  inspector  stated  on 
an  indorsement  on  this  letter  that  the  order  for  tne  material  had 
been  i)laced  and  that  the  bureau  had  been  informed.  Under  these 
conditions  I  can  not  understand  how  the  statement  that  is  quoted 
above  could  be  made. 

Further  in  connection  with  this  subject,  the  manager  desired  to 
make  a  comparison  of  the  cost  and  time  that  the  drum  could  have 
been  procinred  through  private  firms  and  the  time  and  cost  required 
to  manufacture  it  at  the  nayv-yard.  llie  following  tender  was 
received  from  the  Union  Iron  Works  in  writing: 

We  offer  to  snppiy  a  riveted  iteam  drum  CA),  Mper  drawing  sent  from  you»  No.  7000» 
for  the  U.  S.  S.  Farrofut^  for  the  sum  of  $915.  This  price  includes  two  compositiai 
upper  and  two  compomtioci  lower  water-gau^  fittings,  ariUing,  tapping,  and  fitting  on 
studs  for  all  fittings  on  heads,  but  does  not  include  drilling  any  holes  for  boiler  tubes. 
Estimated  weight  of  the  above  is  4,900  pounds;  delivery,  ten  weeks  from  receipt  of 
order. 

The  materifd  ordered  had  not  j^i  been  received  in  the  yard,  and 
from  the  information  available  it  is  believed  that  the  material  has  not 
yet  been  shipped  from  the  East.  It  seems  clear,  therefore,  that  the 
manager's  juogment  regardii^  time  was  good,  and  it  is  believed  that 
if  accurate  costs  are  kept  it  wm  be  found  that  his  jud^ent  regarding 
costs  is  also  good.  I  inll,  at  a  later  date,  report  the  time  the  materiu 
is  received  in  the  yard  and  the  time  the  drum  is  completed,  and  shall 
request  the  accounting  officer  to  give  me  a  statement  of  the  cost  of 
the  work. 

Very  respectfully, 

H.  A.  Evans, 
Naval  Constructor^  U.  8.  N.,  Construction  Officef 

The  Commandant, 

Navy-Yard,  Mare  Island j  Col, 

[First  iDdonsment.] 

Navy- Yard,  Mare  Island,  Cal.,  January  £4,  1910. 
RespectfuUy  forwarded  to  the  Bureau  of  Construction  and  Repair, 
approved. 

2.  At  the  request  of  Naval  Constructor  Evans,  I  directed  Pay- 
master Bonnaffon,  the  accounting  officer,  to  check  the  statements 
of  cost.  This  was  done,  and  Paymaster  BonnaflFon  verifies  the  state*- 
ments  as  correct. 

3.  As  this  is  a  matter  of  great  importance  I  have  considered  it 
advisable  to  forward  a  copy  of  Naval  Constructor  Evans's  letter 
direct  to  the  Secretary  of  the  Navy, 

T.  S,  Phelps, 
Rear-Admiral,  U.  S.  N., 
Commandant  Navy- Yard  and  Station. 
21396—10 34 
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U.  S.  NAYT-YABDy  MaBE   IfiLAND,  CaL., 

September  18, 1909. 

Sib:  1.  Referring  to  manager's  letter  No.  53-E-09,  dated  April  28, 
1909,  forwarding  list  of  repairs  coming  under  the  cognizance  of  the 
Bureau  of  Steam  Engineering,  with  estimates  therein,  and  to  bureau's 
letter  No.  10121-DD,  dated  May  20,  1909,  directing  that  new  esti- 
mates be  submitted  on  items  4,  5,  and  6  thereof,  I  have  the  honor  to 
submit  the  following  report  on  items  4,  5,  and  6  with  actual  cost  of 
work  involved: 

2.  Steam  engineering — ordinary  repairs — 

Item  4. — Rebabbitt  all  crossnead  brasses  and  true  up  wrist-pin 
brasses. 


FOEMEE  ESTIMATE. 

Labor $3,000 

Material 600 


Total 3,600 

Time — 60  days. 


ACTUAL  COST. 

Labor $433.40 

Material 5OL00 


Total 934.40 

Time— 30  days. 


Item  5. — Rebabbitt  crank-pin  brasses  as  found  necessary. 


FORIIEB  ESTIMATE. 

Labor $3,000 

Material 1,400 


Total 4.400 

Time— 60  days. 


ACTUAL  COST. 

Labor $462.95 

Material 503.83 


Total 956.78 

Time— 30  days. 


Item  6. — Rebabbitt  all  eccentric  straps  as  found  necessary. 


FORMEE  ESTIMATE. 

Labor $1,500 

Material 850 


Total 2,350 

Time— 60  days. 


ACTUAL  COST. 

Labor $250.72 

Material 38.64 


Total 289.36 

Time— 20  days. 


3.  The  former  estimates  were  made  upon  items  4,  5,  and  6  aboard 
the  West  Virginia  at  anchor  in  the  harbor  of  San  Francisco  the  latter 
part  of  April,  1909.  These  items  were  not  available  for  close  inspec- 
tion and  examination  at  that  time  and  the  engineer  officer  could  not 
have  the  brasses  and  eccentric  straps  dismantled  for  this  examination^ 
owing  to  lack  of  time  and  to  the  fact  that  the  ships  were  shortly  due 
to  sail  for  Seattle.  The  estimates  were  based  therefore  on  the  com- 
ment of  the  engineer  officer  in  his  letter  dated  February  20,  1909, 
forwarded  by  manager's  letter  No.  53-E-09,  dated  April  28.  1909, 
and  to  information  received  on  board  from  officers  and  men  wno  had 
cognizance  of  the  items  referred  to.  Upon  arrival  of  the  vessel  at 
this  navy-yard  for  repairs,  the  brasses  and  straps  were  taken  down 
by  the  crew  and  much  less  work  was  done  than  at  first  contemplated. 
The  labor  charge  was  materially  reduced  by  the  crew  dismantling  and 
assisting  in  reassembling  and  refitting  the  brasses  and  straps  on  board. 

4.  With  special  reference  to  item  4,  the  eccentric  straps  were  not 
rebabbitted,  but,  on  the  recommenation  of  the  inspector  of  machin- 
ery, the  top  halves  were  bored  out,  leaving  a  clearance  of  ^/'  on 
radial  line  through  the  eccentric  rod. 
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The  labor  chaise  on  all  of  the  above  was  materially  reduced  by  the 
crew  assisting,  which  work  by  the  crew  was  not  possible  in  all  cases. 
Very  respectfully, 

(Signed)  H.  T.  Wright, 

Naml  Constructor f  U.  8.  Navy,  Acting  Manager. 

The  Chief  of  the  Bureau  of  Steam  Engineering, 
Navy  Departmevi,  Washington,  D.  C. 
(Via  Commandant  and  inspector  of  Machinery.) 

Memorandum  ofanalyaii  made  6y  Lieut,  R,  C.  Davis,  U.  S.  Navy-^Worh  done  in  rebah- 

wUxng  on  West  Vvrginia, 


Labor. 


Ifoterial. 


TotaL 


Item  4: 

HoBsey,  machine  shop  No.  L 
Ames,  rigger  and  laborer. . . . 

Breslln,  oopperamith 

Rnssell,  outside  machlntet. . . 
Hood  Joiner 

Total 

It«m& 

Hnflwy,  machine  shop  No.  1. 
Ames,  rigger  and  laborer. ... 

Breslin,  coppersmith 

RnsBell,  outside  machinist. . . 

Total 

Item  6: 

Hussey,  machine  shop  No.  1. 

Ames,  ngger  and  laborer 

Ruasul,  warrant  machinist. . 

MacLean,  molder 

Street,  pattern  maker 

Total 


$183.35 

16.46 

75.72 

155.88 

2.00 


$24.83 
'47i"57 


.60 


433.40 


501.00 


216.90 
16.45 
39.72 

179.88 


26.46 


477.37 


462.95 


503.83 


17.07 

16.45 

211.71 

1.69 

3.80 


8.18 


36.46 


250.72 


38.64 


$984. 4t 


966.78 


289.36 


Commandant's  Office, 

Navy-Yard,  Mare  Island,  Cal,,  July  1,  1909. 
Gentlemen:  To  carry  into  effect  the  recent  changes  in  naval 
regulations  regarding  steam  engineering  work,  as  contained  in  the 
Navy  Department's  telegram  dated  June  26,  1909,  and  the  depart- 
ment's letter  of  the  same  date,  the  following  detailed  instructions  are 
issued  for  work  coming  imder  the  cognizance  of  the  Bureau  of  Steam 
Engineering  accomy^lished  at  this  navy-yard. 

2.  The  regulations  as  amended  direct  the  inspector  of  machinery, 
with  the  approval  of  the  commandant,  to  indicate  the  labor,  tools,  ana 
material  required  for  authorized  steam  engineering  work,  these  to  be 
furnished  by  the  manager,  the  inspector  is  then  to  exercise  full  control 
of  this  labor,  tools,  and  material.  This  control  will  be  exercised  by 
the  inspector  through  the  manager,  and  the  organization  of  the  manu- 
facturing department. 

3.  In  order  that  there  shall  be  no  misunderstanding  regarding  this 
subject,  and  that  the  work  may  be  carried  out  in  an  expeditious  way, 
using  to  the  fullest  extent  the  organization  of  the  manufacturing 
department,  and  that  due  consideration  shall  be  given  to  the  con- 
struction; ordnance,  yards  and  docks,  and  ecjuipment  work,  so  that 
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the  efSciency  of  the  yard  aa  a  whole  may  not  waSex,  the  foUowiag 
detailed  instructions  will  be  enforced: 

(a)  When  the  commandant  receives  authority  from  the  depart- 
ment for  the  work  under  the  Bureau  of  Steam  Engineering  or  nim- 
self  authorizes  work  in  advance  of  the  bureau's  approval,  the  written 
authority  for  the  work  will  be  keyed  to  both  the  manajger  and  the 
inspector.  The  receipt  of  such  written  authoritv  will  be  an  order 
from  the  commandant  to  the  mana&'er  to  furnish  the  necessary  labor, 
tools,  and  material  to  accomplish  tne  work.  The  papers  referred  to 
will  be  immediately  copied  by  the  clerical  force  in  tne  oflSce  of  the 
manufacturing:  department,  tne  copy  retained  by  the  manager  and 
the  original  forwarded  to  the  inspector  for  iniormation  and  file. 
There  must  be  no  delay  in  copying  or  forwarding  these  orders  as  it 
is  important  that  both  the  manager  and  inspector  receive  the  neces- 
sary instructions  as  soon  as  possible.  Similar  procedure  will  be 
followed  for  all  instructions  or  letters  received  regarding  the  work. 
In  cases  of  emergency  the  conmiandant  may  authorize  work  verbally. 
In  such  cases  he  will  inform  both  the  inspector  and  manager.  As 
^oon  as  the  inspector  has  sufficient  clerical  force,  orders  authorizing 
work  and  correspondence  relative  to  the  work  will  first  be  sent  to 
the  office  of  the  inspector  and  will  be  copied  by  him  and  the  copy 
immediately  forwarded  to  the  manager. 

(&)  Job  orders  covering  the  work  authorized  by  the  department, 
or  the  commandant,  will  1)0  prepared  by  the  inspector,  the  estimate 
being  placed  on  the  job  orders,  the  bureau's  or  the  commandant's 
authority,  the  appropriation,  etc.  In  other  words  the  job  order  will 
be  made  complete  except  as  to  the  number.  The  inspector  will 
indicate  on  the  job  order  the  shop  in  which  he  desires  the  work  under- 
taken. He  will  initial  a  copy  of  the  job  order  and  send  six  copies 
to  the  manufacturing  department  for  file  and  issue  to  the  vanous 
foremen  and  officers  of  the  manufacturing  department.  If,  upon 
receipt  of  the  job  order,  the  manager,  givmg  aue  consideration  to 
work  under  way  in  the  various  shops  for  other  bureaus,  or  work 
that  must  be  undertaken  in  the  immediate  future,  and  the  facilities 
available  in  the  shops,  believes  that  he  can  undertake  the  work 
better  in  some  other  shop,  he  will  telephone  to  the  inspector,  stating 
his  reasons  and  ask  for  authority  to  change  the  job  order.  Every 
effort  must  be  made  by  both  the  inspector  and  the  manager  to  come 
to  an  agreement,  giving  due  consideration  to  the  work  of  the  yard 
as  a  wliole.  Should  they  be  unable  to  agree,  the  matter  will  be 
immediately  brought  to  the  attention  of  the  commandant,  either  by 
telephone  or  verbally  for  immediate  settlement. 

(c)  The  work  shall  be  performed  exactly  as  laid  out  by  the  inspector 
or  his  designated  assistants.  He  shall  have  full  control  of  the  work 
through  the  manager  and  the  organization  of  the  manufacturing 
department.  The  inspector  will  give  such  instructions  through  the 
manager  as  he  deems  necessary  and  these  instructions  will  be  fol- 
lowed. In  the  organization  of  this  yard  a  definite  division  is  made 
between  the  shop  work  and  the  outside  work,  the  shop  superintendent 
being  in  immediate  charge  of  the  former  and  the  outside  superin- 
tendent the  latter.  To  expedite  work,  the  inspector  is  authorized  to 
K've  his  instructions  on  any  but  large  general  subjects,  which  should 
)  taken  up  with  the  manager  directly  to  the  shop  superintendent, 
the  outside  superintendent,  or  the  officer  in  direct  chaiige  of  work  on 
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the  ship.  These  instructions  will  be  carried  out  by  these  officers,  and 
they  will  keep  the  manager  informed  of  the  nature  of  the  instructions 
in  order  that  he  can  be  fully  informed  of  the  work  of  the  manufac- 
turing department  as  a  whole,  so  that  he  can  efficiently  carry  out  the 
work  of  other  bureaus  and  plan  in  advance. the  placing  of  men  em- 
ployed on  steam-engineering  work  when  such  worK  is  completed.  In 
cases  of  urgency  which  will  not  admit  of  any  delay  the  inspector  is 
authorized  to  rive  instructions  to  the  various  foremen,  and  these 
instructions  wifi  be  followed.  In  such  cases  the  foremen  will  inform 
the  officer  in  char^  of  the  instructions  and  the  inspector  will  inform 
the  manager.  It  is  not  intended  that  this  method  is  to  be  followed 
in  ordinary  cases,  but  is  only  to  be  resorted  to  in  cases  of  emero:ency. 
No  instructions  will  be  given  by  the  inspector  direct  to  the  workmen, 
as  such  a  practice  will  disorganize  the  whole  manufacturing  depart- 
ment. 

(d)  The  inspector  will  indicate  to  the  manager  or  his  representa- 
tives, the  shop  superintendent  and  outside  superintendent,  the  ma- 
terial he  desires  furnished.  This  in  general  will  relate  to  class  or 
Quality  of  material  to  be  used  on  the  work.  The  quantity  will  be 
determined  as  at  present  by  the  various  foremen  and  stub  requisi- 
tions will  be  submitted  in  the  usual  way.  If  the  inspector,  however, 
desireuB  to  limit  the  quantity  of  material  for  any  job  he  will  inform  the 
superintendents  or  foremen  and  his  instructioi^  will  be  followed. 
Material  drawn  for  steam-engineering  work  will  not  be  used  for  any 
other  purpose,  and  any  surplus  must  be  returned  to  store  and  the 
job  credited. 

(e)  Requests  for  manufacture  by  the  general  storekeeper  for  arti- 
cles under  the  cognizance  of  the  Bureau  of  Steam  Engmeering  will 
be  made  in  duplicate,  one  to  the  manager  and  one  to  tne  inspector. 
The  routine  for  job  orders,  work,  etc.,  will  be  as  directed  above. 

(/)  Repairs  to  equipage  or  suppUes  aboard  ship,  or  to  material  in 
the  hands  of  the  general  storekeeper  coming  under  the  cognizance  of 
the  Bureau  of  Steam  Engineering,  will  be  made  on  the  authority  of 
the  approved  survey.  The  survev  will  be  sent  to  the  manufacturing 
department,  where  job  orders  will  be  made  out  in  duplicate  as  directed 
above,  and  the  job  orders  with  the  survey  will  be  sent  to  the  inspector. 
The  survey  will  be  filed  in  the  office  of  the  inspector.  The  job  order 
will  follow  the  prescribed  routine. 

(g)  The  inspector  will  report  through  the  manager  the  completion 
of  all  articles  manufactured  or  repaired  for  store.  The  manager  upon 
the  receipt  of  the  inspector's  report  of  completion  will  close  the  cost 
account  and  invoice  tne  articles  to  store. 

(A)  The  manager  will  furnish  the  inspector  with  the  cost  of  all  work 
done  for  the  Bureau  of  Steam  Engineering,  direct  costs  and  indirect 
costs  to  be  separated. 

(i)  The  general  storekeeper  will  forward  to  the  inspector  of  machin- 
ery for  action  inspection  calls  of  all  ordinary  articles  under  the  cogni- 
zance of  the  Bureau  of  Steam  Engineering.  Machinery,  tools,  and 
appliances  for  yard  plant  use  bought  imder  steam  engineering  appro- 
pnation  will  oe  inspected  bj  the  manager  or  one  of  his  assistants. 

(j)  The  inspector  of  machinery  will  submit  to  the  commandant  the 
weekly  report  <^  repairs  under  the  cognizance  of  the  Bureau  of  Steam 
En^eering. 
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(k)  If  the  manager  on  account  of  work  for  other  bureaus  is  unable 
to  supply  the  amount  of  labor  or  tools  indicated  by  the  inspector  of 
machmery,  he  shall  so  inform  him.  If  the  inspector  considers  that 
his  work  can  not  be  delayed  he  shaU  so  inform  the  manager,  and  if 
the  labor  and  tools  can  not  be  furnished  without  detriment  to  the 
work  of  other  bureaus,  the  manager  will  immediately  inform  the 
commandant,  who  will  decide  the  question. 

(I)  If  the  inspector  is  not  satisfied  with  the  manner  in  which  his 
instructions  are  oeing  carried  out  either  on  the  part  of  a  workman,  a 
foreman,  or  an  officer,  he  shall  so  notify  the  manager  and  if  the  matter 
is  not  arranged  to  his  satisfaction  he  will  report  the  facts  to  the 
commandant. 

(m)  The  inspector  of  machinery  will  from  time  to  time  inform  the 
manager  of  the  names  of  his  assistants  who  are  authorized  by  him  to 
give  instructions  regarding  steam  engineering  work.  The  instructions 
received  from  these  assistants  will  be  foUowed  as  coming  direct  from 
the  inspector  of  machinery. 

Very  respectfuDy,  T.  S.  Phelps,  Jr., 

Captain,  U.  S.  Navy,  CommandafU, 

Navy- Yard  and  Station. 

The  Inspector  op  Machinery. 

The  Manager  Manufacturing  Department. 

The  General  Storekeeper. 


U.  S.  Navt-Yard, 
Mare  Island,  Col.,  August  4,  1909. 
Sir:  1.  I  request  that  additional  labor  under  Foreman  Machinist 
Russell,  at  least  8  machinists  and  helpers,  may  be  provided  to  ©Xjpe- 
dite  repairs  to  the  refrigerating  plant  of  the  U.  S.  S.  Glacier.     Tnis 
plant  must  be  placed  in  efficient  condition,  and  it  is  necessary  that 
overhauling  may  be  advanced  in  order  to  determine  all  repairs  neces- 
sary that  tne  date  of  sailing  of  the  Gladder  may  not  be  postponed. 
Very  respectfully, 

C.  A.  Carr^ 
Commander,  U.  S.  Navy,  Inspector  of  Machinery. 

The  Commandant, 

Navy-Yard  J  Mare  Island,  Col. 

August  5. 
Phoned  commandant.     Also  told  Captain  Carr  can  not  put  on  with- 
out delaying  other  work,  but  can  put  on  some  men  Friday  and  big 
gang  Monday.      West  Virginia  sailing. 

H.  A.  E. 

January  7,  .1910. 
Sir:  1.  Referring  to  the  Bureau  of  Steam  Engineering  letter  No. 
•24968-DD,  dated  December  20,  1909,  directing  that  a  statement  be 
submitted  giving  the  causes  of  the  variation  between  the  estimated 
cost  and  the  actual  cost  of  the  repairs  to  the  machinery  of  the  U.  S.  S. 
Glower,  I  respectfully  submit  the  following  statement: 


Digitized  by  LjOOQ  IC 


PBOPOSBd  BSOBGAKIZATIOK  OV  lHATSt  DEPARTMENT.  585 

2.  The  principal  cause  of  the  large  excess  of  the  actual  cost  over 
the  estimates  is  that,  when  the  work  was  undertaken,  it  was  found 
to  be  far  in  excess  of  the  work  estimated  on.  In  addition  to  this 
cause  it  was  also  found  to  be  necessary,  on  account  of  the  large 
amount  of  work,  to  work  a  very  large  gang  of  men  in  a  confined 
space,  and  it  was  also  necessary,  to  complete  the  work  in  time,  to 
work  tho  men,  both  in  the  shop  and  on  the  ship,  in  three  shifts. 
These  conditions  naturaUy  increased  the  cost. 

3.  The  inspector  of  machinery  was  fuDy  cognizant  of  the  condi-  - 
tions,  and  the  working  of  the  men  in  shifts  was  authorized  by  him. 

4.  In  estimating  on  a  job  of  this  kind — ^refrigerating  machinery — 
it  is  impossible  to  know  the  actual  conditions  without  completely 
dismantling  the  machinery.  The  ship's  officers  themselves  had  no 
idea  of  the  actual  conditions.  When  the  machinery  was  dismantled, 
it  was  found  to  be  in  poor  condition  and  extensive  repairs  were  re- 
quired, and  it  might  be  stated  that,  in  many  cases,  tne  machinery 
was  almost  rebuilt.  The  engineering  superintendent,  Lieut.  R.  C. 
Davis,  was  following  this  worK  closely  and  reported  conditions  fullv, 
as  they  developed,  to  the  inspector  of  machinery.  Machinist  Krainek, 
as  assistant  to  the  inspector  of  machinery,  was  present  with  the  work 
nearly  aU  the  time,  keeping  the  inspector  fully  informed  of  the  work 
required  and  the  progress  of  the  work.  There  is  attached  hereto, 
marked  ''A,"  a  memorandum  from  the  engineering  superintendent, 
Lieut.  R.  C.  Davis,  to  the  shop  superintendent,  dated  August  17, 
1909,  outlining  the  work  necessary.  A  comparison  of  this  memo- 
randum with  the  work  originally  submitted  oy  the  manufacturing 
department,  through  the  inspector  of  machinery,  will  show  that  the 
actual  work  found  necessary  is  far  in  excess  of  the  work  originally 
contemplated.  After  the  work  on  the  refrigerating  machinery  had 
been  completed,  tested,  and  had  been  given  a  forty-eight-hour  test, 
which  was  satisfactory  both  to  the  ship's  officers  and  the  representa- 
tive of  the  inspector  of  machinery,  the  vessel  left  the  yard,  and  some 
time  later,  while  the  vessel  was  at  San  Francisco,  additional  trouble 
developed  with  the  machinery.  Under  the  instructions  of  the  com- 
mandant and  the  inspector  of  machinery,  men  were  sent  dovm  to 
San  Francisco  to  make  additional  repairs.  There  is  attached  here- 
with, marked  ^'B,"  copy  of  a  report  from  Chief  Machinist  Charles 
Hammond  to  the  inspector  of  machinery  relative  to  this  subject. 
This  additional  work  was,  by  the  instructions  of  the  inspector,  charged 
to  the  original  job  order,  again  increasing  the  excess  of  cost  over  the 
estimates.  There  is  also  attached  hereto,  marked  '*C,"  a  report 
from  the  foreman  machinist  afloat,  Alec.  Russell,  now  of  the  ma- 
chinery division,  ^ving  in  detail  the  actual  conditions  as  found  and 
the  work  accomplished. 

6.  Before  the  receipt  of  the  Bureau  of  Steam  Engineering  letter  I 
had  called  for  reports  from  the  outside  superintendent  and  the  fore- 
man machinist  afloat  regarding  the  excess  of  cost  over  the  estimates, 
with  a  view  to  making  a  full  report  of  the  conditions  to  the  bureau. 

6.  I  trust  that  the  above  report  gives  the  bureau  all  the  information 
required  relative  to  this  subject.  If  any  additional  information  is 
desired  I  would  be  pleased  to  furnish  the  bureau  with  the  files  of  this 
office,  which  contain  all  of  the  memoranda,  reports,  etc.,  by  the  various 
subordinates  of  this  department,  and  which  show,  step  by  step,  the 
situation  as  it  developed.     Furthermore,  Lieut.  R.  C.  Davis  was  at 
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that  time  engineering  su|>erintendentj  and  is  now  on  duty  in  the 
Bureau  of  Steam  Engineering,  and  he  is  fully  cognizant  of  the  condi- 
tions and  can,  no  doubt,  explain  in  detail  to  the  bureau  these  con- 
ditions. 

Very  respectfully,  H.  A.  Etaks, 

Nawd  GonHnutot,  U.  8.  Navv, 

C9n§truclum  Officer. 

The  OOMMANDAKT, 

Navy-Yard  and  Station,  Mare  Idand,  Oei. 
(Via  the  Engineer  Officer.) 


A. 

United  States  Navt-Takd, 

Mare  Island,  Cal.,  August  t7, 1909. 

MEMORANDUM  FOB  THE   SHOP  ST7FBSINTBNDBNT. 

1.  In  connection  with  job  order  E^-37/184,  giTe  general  oyerhaulin^ 
to  refrigerator  machinery,  U.  S.  S.  Glaeier,  the  following  report  on  this 
item  is  quoted  for  your  mformation: 

The  compressor  cylinder  requires  reboring,  as  it  is  out  of  round  and 
riioulders  formed  at  each  end  of  the  cylinder  by  the  piston.  The  pis- 
ton rod  on  this  cylinder  is  directly  connected  to  the  H.  P.  steam  Cflin- 
der  and  expander  cylinder,  and  it  will  be  necessary  to  open  up  both  the 
steam  and  expandjer  cylinders  in  order  to  make  room  for  this  work. 
A  new  pattern  will  probably  be  required.  The  piston  rings  are  broken 
into  pieces.  There  are  six  cylinders  and  two  steam  cylinders  that  will 
requu-e  examination  of  rings  and  valves  and  truing  up:  this  also 
means  the  making  of  new  packing  for  all  the  rods.  Tne  rods  are  very 
badly  corroded  and  the  valves  need  ref acii^.  The  babbitt  of  the 
eccentric  straps  is  worn  down,  making  rebabbitting  necessary.  The 
present  valve  seats  for  the  feed  pump  are  worn  out,  making  part  re- 
newal necessary.  The  present  seats  mstalled  are  false  seats  and  have 
been  repeatedly  faced  in  an  attempt  to  make  them  true.  Four  2-inch 
brass  valves  will  require  renewal.  The  cross  heads  for  the  circulating 
pump  are  all  cast-iron  crossheads  and  are  worn  out,  making  renewal 
necessary.  The  holes  in  the  eccentric  rods  for  the  wrist  pins  require 
reaming  out  to  one  size  with  the  renewal  of  the  wrist  pins  for  same. 
The  ends  of  the  expander  cut-oflf  valve  are  worn  out  in  the  threaded 

f portion  and  they  will  have  to  be  renewed.  One  of  the  cut-off  valves 
or  the  expander  is  broken,  and  the  other  one  is  worn  out,  making  re- 
newal necessary.  This  will  require  a  pattern.  The  sliding  valves  for 
the  expander  are  worn  down  and  have  been  faced  to  the  hmit.  Two 
new  sliding  valves  will  be  needed,  and  this  requires  a  new  pattern. 
The  false  seats  for  the  expander  sliding  valves  are  also  worn  out,  and 
renewal  is  necessary.  Four  false  seats  are  required  to  be  installed, 
with  four  false  seats  as  spares.  The  lubricators  for  the  expander  are 
considerably  worn  by  long  service,  but  can  be  repaired  and  put  in  good 
condition  to  make  them  function  properly. 
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2.  From  a  very  recent  examiiiatian  it  has  been  found  necessary  to 
bore  out  all  cylinders  and  completely  renew  the  piston  rods  (2)  with 
the  necessary  packing.  The  piston  rings  are  to  be  renewed  with  one 
set  spares.  The  main  slides  are  to  be  rnac^  in  the  shop  and  refitted 
to  the  crossheads. 

3.  The  following  work  in  conneetioii  with  the  job  order,  involying 
renewal  of  certain  parts,  is  to  be  undertaken: 

(u)  Rebabbitt  six  eccentric  straps. 

(h)  Make  and  install  four  2-inch  brass  valves  with  fiat  seats  to  feed 
pump.     (And  two  spares  additional.) 

(c)  Make  and  install  foinr  crossheads  6|  by  5  by  6^  inches  to  circu- 
lating pump  with  brasses  and  pins  complete;  crossheads  to  be  suitably 
cored  out  and  fitted  to  two  slides^  one  end  threaded  to  receive 
plunger  rod,  fitted  also  with  steel  wnst  pin  and  brasses  for  connecting 
rod. 

id)  Make  and  install  four  wrist  pins  with  new  brasses  for  eccentric 
rods.     Pins  steel,  5  by  2  inches  (oiameter).. 

.  (e)  Make  one  set  of  (2)  cut-off  valves  for  expander,  valves  cast  iron, 
15  by  4  by  3  mehes. 

(f)  Make  two  slide  valves  for  expander,  valve  cast  iron,  17^  by  15 
by  6  inches. 

(ff)  Make  eight  false  seats  for  expander  slide  valves  and  install  four 
of  them.  Seats  cast  iron,  21 J  by  15i  by  1 J  inches,  secured  by  brass 
screws  f  by  1 1  inches  under  heads.     Holes  in  seats  to  be  counterbored. 

4.  Please  check  up  measurements  carefully  from  the  work. 

Very  respectfully, 

R.  C.  D., 
LieuUnawt,  U.  8.  Navyj 

EngiuMring  Superii^endarU. 

nbidioinB.] 

Septembeb  23,  1909. 

Sib:  This  machine  had  a  forty-eight  hour  trial  after  being  over- 
hauled at  the  navy-yard,  Mare  Island,  Cal.,  which  proved  satisfactory. 
One  day  for  coaling  before  taking  beef  and  at  intervals  for  nine  days 
for  cooling.  A  kiu>ck  developf.a  in  the  compressor  cylinder  which 
afterwards  caused  compressor  cylinder  jacket  to  crack  on  top  at  back 
of  lug  for  stay  bolt. 

2.  On  examination  it  was  found  gasket  leaked  and  allowed  circu- 
lating water  to  pass  from  jacket  to  compressor  cylinder,  and  as  the 
water  evaporated,  the  salt  remained  and  nlled  up  clearance  space  and 
caused  cylinder  jacket  to  crack.  A  patch  was  made  by  the  Risdon 
Iron  Works  and  fitted  over  crack  ana  drilled  for  six  five-eighths-inch 
tap  bolts,  cylinder  being  drilled  and  tapped  to  same,  as  patch  was  not 
finished  tiU  six  hours  later  than  promised  by  the  Risdon  people.  The 
force  from  the  navy-yard  was  unable  to  secure  patch  and  try  machine, 
as  the  ship  was  waiting  to  sail  and  Chief  Macninist  Xourse,  head  of 
the  steam  engineering  department,  was  wilUn^  to  accept  and  complete 
the  job.  The  yard  workmen  were  ordered  to  pack  up  and  leave 
before  having  seen  and  tested. 

Very  respectfully,  Chas.  Hakhond. 


Captain  Cabb, 

InsftctoT  (^  Machinery  ^  V.  8.  Navy. 


Chief  Machinist,  U.  8.  kavy. 
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[Inolofart  C] 

U,  S.  Navt-Yakd, 
Mare  Island,  Cal.,  January  6, 1910, 
The  estimate  for  this  job  was  made  on  certain  items  given  below: 

Days. 

Itam  1.  Make  and  install  new  rings  on  L.  P.  oommnor  piston  and  ratxire  cylindar 800  25  10 

Itam  2.  Examine  all  piston  rings  and  ralTM  ana  trae  up  piston  rods  (no  material  othar 

than  new  gaskets  and  packing  will  ba  needed,  as  span  parts  an  (HI  iKMtfd) 000  00  40 

Itam  3.  Rebabbit  4  oocentric  straps 12S  75  10 

Item  4.  Make  and  Install  new  valves  and  seats  for  feed  pomp  (4  2-inoh  brass  valves  witli 

flat  seats  needed) 40  10  10 

Item  5.  Make  4  crossheads  for  circalating  pump  with  brasses  and  pins 40  15  U 

Item  0.  Make  and  install  4  wrist  pins  for  eooentric  rods 60  g  8 

Item  7.  Make  «i  (3  each  side)  nuts  for  expander  cut-off  valve,  both  of  brass:  one  4}  by  2} 

bv  2|  Inches;  others  4}  by  24  inches  round;  thread  to  lit  valve  rod 80  0  S 

Item  8.  Make  1  set  (2)  cut-off  valves  lor  expander  valves,  cast  iron,  of  different  patteni, 

15  by  6  by  3  inches 80  fi  12 

Item  0.  Make  2  slide  valves  for  expander  valves,  cast  iron,  17|  by  15  by  6  inches 100  8  IS 

Item  10.  Make  8  fai^e  seats  for  expander  slide  valves  and  install  4  seats,  to  be  of  cast  iron, 

2)  by  15i  by  l|  inches,  secured  by  30  brass  screws,  |  by  1 1  inches,  under  heads.  .250  20  20 
Itam  11.  FinLsh  and  Install  6  lubricators  for  expanders,  the  present  hibrioators  work  by 

rarhet  arrangempnt  and  are  nearly  worn  out 150  5  15 

Item  12.  Repair  leak  in  sheU  of  air  drier  (leak  Is  In  bottom  of  drier  r  axt  to  deck) 200  100  8) 

Making  a  total  of — 

Labor $2,115.00 

Material 364.00 

But  wlien  job  order  was  issued  it  called  for  a  general  overhauling 
of  the  entire  plant,  and  as  the  work  of  dismantling  proceeded  it  could 
be  seen  tliat  the  work  necessary  to  put  the  plant  in  efficient  condition 
was  enormously  in  excess  of  that  originally  asked  for  and  estimated 
on.  Add  to  this  the  fact  that  all  work  had  to  be  rushed  day  and 
night  in  both  ship  and  shops.  In  the  ship  the  force  engaged  on  this 
work  was  diyided  into  three  gangs,  with  a  leadingman  in  char^  of 
each,  and  the  gangs  were  diminished  or  increased  to  suit  the  worK,  as 
it  was  sent  or  receiyed  from  shops,  necessitating  frequent  changes  in 
the  personnel  of  the  gangs. 

After  the  vessel  had  gone  to  Starr  mills  for  a  week  and  had  been 
taking  on  stores  in  the  city  another  week,  it  was  learned  that  the 
joints  on  cylinder  heads  of  compressors  were  defective,  owing  to 
corroded  depressions  around  circulating  water  ports. 

Considerable  salt  water  had  been  received  into  the  forward  com- 
pressor cylinder,  and  this  being  evaporated  by  the  heat  of  compres- 
sion had  deposited  a  residue  (in  the  clearance  spaces)  in  the  shape  of 
salt,  etc. 

The  hammering  of  the  piston  on  this  caused  the  tie  rod  on  the  star- 
board end  of  the  forward  compressor  to  almost  drag  the  lug  from  the 
jacket  of  the  outer  cylinder  wall,  developing  a  crack  of  some  12  or 
more  inches  in  length  and  allowing  the  circulating  water  to  exude 
directly  from  it. 

As  the  ship  was  scheduled  to  take  on  a  cargo  of  frozen  beef  and 
sail  in  a  few  days  it  was  found  necessary  to  send  a  foreman  and  six 
first-class  machmists  to  San  Francisco  to  renew  the  defective  joints 
and  patch  the  cracked  cylinder  while  the  ship  was  loading.  A  suit- 
able patch  was  made  in  the  Risdon  iron  works  and  fitted  to  place,  the 
compressor  joints  remade,  and  after  working  three  days  and  two 
nights  continuously  the  snip  was  enabled  to  sail  on  schedule  time 
with  her  ice  machine  in  excellent  working  order. 

Besides  the  expense  of  the  foregoing  1  append  a  list  of  the  extra 
work  done  at  this  yard,  which  added  enormously  to  the  estimated 
cost  of  both  labor  and  material,  and  which  would  easily  account  for 
the  discrepancy  between  estimated  and  actual  cost  of  the  whole  job. 
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In  the  foUowin^  list  are  enumerated  a  few  of  the  items  of  work  per- 
formed and  which  were  not  figured  on  in  the  estimate: 

Six  cylindera  were  rebored. 

Five  new  pistoiu  were  made. 

Six  new  rods  were  made. 

Twelve  new  valves  were  made. 

Twelve  new  valve  rods  were  made. 

Twenty  throat  bushings  were  made  and  installed. 

The  compressor  and  expander  heads  were  sent  to  shop,  faced  up,  and  valves 
ground  in. 

Ten  false  seats  were  fitted  in  valve  chests. 

Main  bearings  were  rebabbitted  and  bored  in  place,  journal  turned  up,  and  crank 
•baft  renewed. 

The  connecting  rods  were  rebabbitted  and  refitted. 

The  crorahead  guides  were  planed  and  £eu;ed  up. 

The  slippers  were  rebabbitted  and  refitted. 

Spare  brasses  were  rebabbitted. 

Spare  valves  for  compressor  and  steam  cylinders  were  made. 

Full  sets  of  packing  for  entire  engine,  besides  spare  sets  were  made  (10  sets  in  all). 

The  air  nurnp  and  circulating  pumps  were  oveniauled. 

A  new  orainage  system  was  installed. 

New  lubricators  were  made. 

Eccentric  straps  were  rebabbitted  and  refitted. 

Also  the  dismantling  of  the  machines  necessitated  the  reclothing  of  all  pipes  and 
parts  connected  with  the  system. 

The  above  and  several  other  items  which  involved  more  labor  than 
any  of  those  fibred  on  in  the  estimate  were  performed  while  the  cost 
of  transportation  of  the  various  parts  to  and  from  the  ships  was 
increased  in  ratio  to  the  magnitude  of  the  job. 
KespectfuUjy 

Alex  Russell, 
Mdster  Machinist  Afloat. 


E. 

Dbpabtmbnt  of  GoNSTBucnoN  AND  Rbpaib, 

Navy-  Yard,  Mare  Island,  January  £4, 1910. 

Statement  of  cost  of  labor  and  materidl  expended  on  U.  S,  8,  Saturn  to  December  31, 
1909y  at  per  orders  given  below.    . 


Job 

Description  of  work. 

Estimated  cost. 

Actual  cost. 

order. 

Labor. 

Material. 

Total. 

Labor. 

Material. 

TotaL 

12/134 

Manufacture  new  whistle  valve 
and  two  steel  springs  for  same 
as   per    sample.    No    machine 

der  of  March  26, 1909 

t2.00 

8.00 
3.00 

46.00 

24&00 

$1.00 

a.  00 
3.00 

aoo 

22L00 

18.00 

laoo 

6.00 
46.00 
270  00 

$1.90 

7.n 

10.92 
17.40 
206.00 

$0.10 

X72 
8.64 

.70 

21.97 

$2.00 

13 

Make  5  mild  steel  stays  for  evap- 
orator   as    per    sketch.   Com- 
mandant's oral  order  of  March 
28,1009 

10l43 

14 

Make  4  feed  pump  valves  as  per 
sample.    Com mandant's  oral  or- 
der of  March  26.  1909 

2a  66 

16 
18 

Test  main  boilers  and  do  necessary 
work  In  connection  with  testing 
thereof.   Commandant's  oral  au- 
thority of  July  2. 1909 

Do  necessary  calking  of  all  boilers 
to  put  them  In  servtoeable  con- 
dition.  Commandant's  first  In- 
dorsement 860,  July  21, 1909 

18.10 
229.97 
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StatemaU  of  eoH  of  labor  and  nuOenal  4xpmd§i  •n  U.  S.  8.  8atwn  to  Deamka  SI, 
1909 f  OM  per  ofdere  givtn  hdow — GoDUnued. 


Job 
ordar. 


Denrtptlon  of  work. 


SittniAtMlootU 


Labor.    Matadia. 


Told. 


24 


tnteniif  feed  pipes  of 
To  bo  undertaken  fan- 
mediately.  Commandant's  flnt 
Indonement  MO,  July  21, 1000... 

Biaie  flange  of  main  steam  ptpe. 
Repair  atmospherlo  exhaust  pipe. 
Buieaa  of  Steam  EngtnesHng 
letter  15164-DD  of  Jul/  81. 1000.. 

Benew  fusible  plugs  and  manolM- 
tnre  12  extra  plugs.  Bureaa  of 
Steam  Engineering  letter  UIM- 
DDof  July21,MS 

O^erhaol   iAjeetor   of   auxlUary 

Bfinaa  of  Stasm  Bn- 

.  letter  16104-D]>  oUFiiljr 

1000 ..............•••.•...•.•• 

Oyeiliaul  and  rapaJr  main  oyi^h 
orator.  Buiaao  of  Steam  En- 
gineering letter  U104-DD  of  July 
wVlMO 

Bepair  frame  of  Jacking  en^ne. 
Renew  metalllo  packing  for  I.  P. 
tail  rod.  Rebabbitt  and  refit 
orank-pln  braases  Bunau  of 
Steam  Engineering  letter  161M- 
DDof  July  81, 1000 

Renew  2  plun^sn  of  main  feed 
pump.  Renew  bushinga  of 
ralve  stem,  eyaporalor  feed 
pump.  Bureau  letter  16104-DD 
of  July  81, 1000 

Overhaul  enginofoem  teleoaph. 
Bureau  letter  16164-DD  of  July 
81,1000 

Drass  up  flra  and  engine  room 
tools.  ICanufMture  6  packing 
screws  iY'  to  {"}.  Bureau  let- 
tar  U104-DD  of  July  81. 1000. . . . 

OTOihanl  and  repair  engma-room 
dock.  Bureau  letter  1U04-DD 
of  July  81. 1000 

Benew  H.  P.  piston,  main  engine. 
Ship  due  to  sail  August  28. 
Oommandant's  authority  of 
August  10.  1000.    Urgent    See 

skatchOOSl 

NoTS.— In  connection  with 
this  Job  when  estimate  was  made 
no  account  was  taken  of  theeleo- 
triclan'B  charge  of  $16  for  furnish- 
ing lights.  A  new  throat  bush- 
ing for  tail  rod  was  also  made,at 
a  cost  of  about  810.  Than  out^ 
side  of  the  estimate  there  was 
made  and  fitted  a  n«w  piston 
ring  and  follower.  Also  the  pis- 
ton rod  was  reground  at  Capnin 
Garr's  order  and  new  packiDg 
made.  While  considerable  ex- 
panse was  incuxied  cutting  new 
keyway  in  piston  to  make  the 
recesses  in  the  bonnetmatch  the 
bolt  heads  in  piston.  Further, 
the  estimate  was  made  befoie 
the  design  was  fonnuiated. 

Sastall  new  gage  glaas  fittings  for 
boilers  A,  B,  CTand  D.  Ovei^ 
haul  safety  Talves  on  main  stops. 
Oyerhaul  steam  gages  on  mala 
boflers.  Crew  to  remove  and  re- 
place. To  be  conpleted  by  Sep- 
tember ao,  lOOOrBureau  of  Steam 
Engineering  telegram  August  31, 
1000 


moo 
imoo 

&00 

80.00 
170.0D 

8B6.00 

106.00 
180.00 

28.00 
16.00 

84.00 


loaoo 

M.QO 
6.00 
6.00 

40.00 

140.00 

82.00 
76.00 

10.00 
8.00 

10.00 


$112L00 
280100 
28.00 
86.00 


006.00 

197.00 
286.00 

82.00 
18.00 

94.00 


S16.60 
212L70 
21.80 
14.10 
297.60 

047.20 

119.97 
70.06 

40.80 
14.70 

267.96 


iLlO 
08.09 

1.72 


917.00 


182.06 

98.24 

10.10 

14.07 
4;  04 

99.99 


299.88 

779.88 

166.21 
80.16 

08.87 

1S.74 

867.94 


879.00         86.00       916.00 


612.80 


07.20       609.86 
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SiaUnunt  cf  ctM  </  labor  mid  maUrial  €Xffnded  an  U.  8,  S.  Saturn  to  DecemUr  $1, 
1909,  Of  per  orders  given  ft«2o1l^— Continued. 


Job 

DeBcrlpttonofwork. 

Sstfanatedoost. 

Actual  cost. 

ofdcr. 

Labor.  'Material. 

1 

TotiO. 

Labor. 

MatertaL 

TotaL 

44 

46 

Xtastall  drains  to  main  steam  pipe, 
drains  to  lead  from  safety  Talvea 
to  No.  a  double-bottom  tank. 
Two  drains  are  required.    To  be 
eompleted  by  September  20, 1900. 
Btireao  of  Steam  Bnchnmnf 
telegram  August  81, 1009 

Renew  laeging   for   main   bilge 
pomp.  To  be  completed  by  Sep- 
tomber20.1909.  Bureviof  Steam 
Encloeeitog  telegnm  August  31, 

8113.00 

66.00 

U4.00 

880.00 
766.00 

838.00 

10.00 

lAOO 

80.00 
310.00 

8140.00 

76.00 

1601 00 

400.00 
976.00 

8113.00       881.86 

31.36          8.46 

Noworkcbari 

170.37         19.98 
605.80        209.18 

8148L80 

80.71 

40 
68 

Renew  studs  for  bolts  In  boiler 
cradles  of  an  boilers.    To  be  com- 
peted by  September  30,  1909. 
Bttieaix  (tf  Bteaiu  Bogtueering 
telegram  Ai«usi  81,  IMKT 

Remove  present  propeller  blades 
and  fit  4  blades  now  being  made 
on  JO  1302/93.   Bnnau^Steam 
Engineering  tdagram  Septem- 

Bd. 

190.30 

U02 

n 

Make  4  spare  propeher  Uades. 
Buraao  of  Steam  Engineering  let- 
ter 1813-DD  of  Jannary  36^909. . . 

Total 

904.48 

8,618.00 

836.00 

4,848.00 

3,404.40 

806.86 

4,3ia90 

SUIQCART. 


A 

Work  Included  In  estimate  of  81,388 
ooTcrt  Job  orden  88,  48,  44,  46, 
46,  and  63 

81,126.00 

8168-00 
007.00 

81,283.00 

fl.Q83.78 

8247.48 
656L88 

11,881.36 

B 

All  other  work  covered  bj' the  Job 
octters  Included  In  this  statement. 

3,898.00 

3,000.00  i  2,830.82 

3,870.00 

C 

Grand  total,  A  plus  B 

8,618.00 

836.00 

4,343.00 

3,404.40 

806.86 

4,2ia36 

Naval  Conetructor,  U,  S.  Navy, 
Construction  C  " 
Statement  of  expenditures  checked  and  found  coirect. 

FfKifmoMUr,  U.  S,  Navv, 
Accounting  C  " 

First  indorsement  on  letter  from  the  inspectZor  of  machinery 
recommending  repairs  to  the  Advoe. 

No.  83-E-09.  Navt-Yam),  Mabe  Island,  Cal., 

August  26,  1909. 

1.  Respectfully  forwarded  to  the  commandant. 

2.  Estimates  upon  the  within  recommended  repairs  to  the  mar 
chinery  and  boilers  of  the  Active  by  the  inspector  of  machinery  are 
respectfully  submitted  as  follows: 

Item  (a) :  Repair  auxiliary  steam  valve  for  manifold  (one  day) : 

Labor $3.00 

Material LOO 

Total 4.00 
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Item  (b) :  Examine  and  line  up,  as  necessary,  the  tail  shaft  and  the 
spring  bearing  (five  days) : 

Labor $200.00 

Material 30.00 

Total 230.00 

Item  (c) :  Examine  and  reseat,  as  necessary,  boiler  check,  stop  and 
safety  yalves.  Make  necessary  repairs  to  place  same  in  good  condi- 
tion (five  days)  : 

Labor $125.00 

Biaterial 15.00 

Total 140.00 

Item  (d):  Make  necessary  repairs  to  internal  feed  pipe,  boiler  "A" 
(four  days) : 

Labor $40.00 

Material 50.00 

Total 90.00 

The  present  pipe  is  in  very  bad  condition  and  renewal  will  probably 
be  necessary. 

Item  (e) :  Renew  studs  in  condenser  head  as  necessary  and  fit  zincs 
on  condenser  lieads  (four  days) : 

Labor $15.00 

Biaterial 5.00 

Total 20.00 

Item  (/):  Place  main  feoil  pipe  in  good  condition  (five  days): 

Labor $40.00 

Material 60.00 

Total 100.00 

This  pipe  is  almost  worn  out  from  long  service  and  it  will  probably 
require  renewal  throughout. 

Item  (g) :  Examine  low  pressure  valve  and  seat  (five  days) : 

Labor $50.00 

Biaterial 5.00 

Total 55.00 

Item  Qi):  Renew  ash  guards  in  front  of  boiler,  make  necessary 
repairs  to  fire-room  floor  (ten  days) : 

Labor $185.00 

Material 96. 00 

Total 28L00 

The  present  guards  are  worn  out  and  renewal  is  necessary.  Floor 
plates  are  warped  and  worn  out,  making  part  renewal  necessary. 

Item  (i):  Make  new  spring  for  high  pressure  relief  valve  (three 
days) : 

Labor.... $10.00 

Biaterial 2.00 

Total 12.00 
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Item  (7):  Make  necessary  repairs  to  cylinder  lagging;  lagging  not 
to  be  renewed  (two  days) : 

Labor $15.00 

Material 2.00 

Total 17.00 

3.  Summary  of  items  (a)  to  (j)  inclusive*  (ten  days) : 

Labor $686.00 

Material 266.00 

Total 951.00 

4,  The  above  items  of  repair  are  necessary  and  will  be  proceeded 
with  in  accordance  with  commandant's  verbal  authority  and  the 
recommendations  of  the  inspector  of  machinery  herein. 

H.  A.  Evans, 
Naval  Constructor,  U,  8.  Navy,  Manager. 


Q. 


Dbpabtmsnt  or  Gonstbuction  and  Rspaib, 

Navy-yard,  January  £4, 1910, 


StaUmerU  ofeoti  of  labor  and  material  expended  on  U.  8, 8,  Active,  at  per  various  orders. 


lob 

DMiilptiun  of  work. 

Estimated  OQSL 

Actual  cost. 

orte. 

Labor. 

Material. 

Total. 

Labor. 

Material. 

TotaL 

um 

(•)  Bopftir  anzlliftry  stetm  vsItb 
from  numlfDld  (1  dfty):  Labor, 
I8iin*terl»l,fl;  total,  |4 

(e)  Examlna  aad  raaeat,  u  nooes- 
nnr,boUercheck,8topaiid8afet7 
TaiTM,  maklnc  neoesaary  repairs 
to  place  tbcm  in  good  ooodraon: 
lAbor,  $125;  material,  tl6;  total. 

$108.00 
20aOO 

$60.00 
44.00 

$284.00 
884.00 

$428.11 
496.50 

$76.48 
67.06 

$608.64 

(4)  Mate  neocaBiry  repatn  to  Inter- 

$00                                   ^  a^.^  --. 

um 

Anthoritr;  Command  ant 'i 
▼erbal  ati&ority  of  Aocnst  28, 
1009. 
(6)  Examine  and  line  up  as  neces- 
sary tail  shaft,  also  the  spring 
bearing:  Labor,   $200;  material; 
$30'  total  t?30...  . 

(«)  nfenew '  studs    hi    condenser 
head,  as  necessary,  and  fit  sines 
on  condenser  heads:  Labor,  $16; 
material,  $6;  total,  $20 

is)  Examine  'low^)re8sure   valve 
and  seat:  Labor,  $50;  material, 
$5;  total.  $55 

568.60 

(1)  ICaka  new  spring  for  hlgh-pns- 
sure   laUef  valve:  Labor,   $10; 
material,  $2;  total,  $12 

0)  Make  necessary  repairs  to  ovl- 
inder  lagging:  lagging  not  to  bo 
renewed:  Laborr$15;  material, 
$2;  total,$17 

Authority:  Commandant's 
▼erbal  anthority  of  August  23, 
1000. 
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SiaUnmU  o/eoit  o/MortmdwuaimitxptnitimiU,  9,S.  Jttiw^  at  per  vanou$ 

Oontinuad. 


Job 

DetcriptJon  of  work. 

• 

Bsttmated  cost. 

Actual  ooaC 

order. 

Labor. 

Material. 

TotaL 

Labor. 

liaterW. 

TotaL 

moi 

Place  main  feed  pfpe  In  good  oon- 
diUon .    . 

$10.00 

nLoo 

100.00 

as.00 

iMObOO 
2tL00 

110. &7 
101.  • 

mm 

■.01 

OMT.ft 

naoi 

le/lDl 

Aathoritr:       Conmandant's 

verbal  aotborfty  of  Angiut  28, 

IQOd 

Renew  asbgoardaooftant  of  MIer 

and  make  neoeaeary  repaln  to 

fireroom  flooia 

Authorltv:       Commandant'i 
Terbal  anthoritj  of  Ausoat  23, 
1909. 

Total 

* 

09.00 

260.00 

910.00 

1,175.70 

260.14 

1,444.00 

H.  A.  Evans, 
Naval  Cominutor,  U,  S.  Navy^  dmttruetUm  Officer, 

Statement  of  expendituree  checked  and  found  coirect. 

E.  W.  BONNAFFON, 

Paipnaeter,  U.  8^  Navy,  Accounting  Officer. 


VmrmD  Statbs  Navy-Yabd, 

Mare  hhmd,  Col,,  Odeber  W,  1909. 

MEHORANDTTV  FOB  SHOP  SUPEBnTTEKBENT. 

1.  Referring  to  job  order  13/101 — Adioe: 

Examine  and  reseat  as  necessary  boiler  eheck,  stop,  and  safety  valves 

you  are  advised  as  follows: 

2.  The  inspector  of  machinery  has  directed  that  on  this  job  order 
the  feed,  stop,  and  check  valves  diall  be  altered  by  taking  the  hand- 
wheel  off  of  the  nut  in  the  voke  and  putting  it  on  the  stem  and  keying 
the  nut  in  place  in  the  yoke,  so  that  instead  of  turning  the  nut  ana 
making  the  stem  rise  up  and  down,  being  guided  by  a  pin  inside  the 
body  of  the  valve,  the  stem  will  be  revolved  and  there  will  be  no 
guiaing  pin  inside  the  body  of  the  valve.  Thus  making  the  valve 
work  positively  as  a  stop  valve. 

3.  This  connrms  telephone  message  to  the  master  machinist,  ^hop 
No.  1,  of  even  date. 

Very  respectfully,  Cobubn, 

Assistant  Nwval  Consiructar,  U.  S.  Nmn/. 
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United  States  Navy- Yard, 
Mare  Island,  CaL,,  December  22, 1909. 

memorandum  for  the  engineer  officer. 

1.  Referring  to  job  order  14/101 — Active — covering  miscellaneous 
work  under  the  appropriation  steam  machinery  and  with  special 
reference  to  item  *'J:'* 

Make  neceaBuy  repainB  to  cylinder  lagging,  laggii^;  not  to  be  renewed. 

I  respectfullv  quote  for  your  information  a  statement  of  the  master 
machinist  anoat;  relative  to  this  item: 

The  leadingman  machinist  in  charge  of  this  job  received  orders  from  the  warrant 
machinist  to  go  ahead  and  make  a  good  job  of  it.  He  sent  shop  orders  to  the  joiner 
and  had  the  entire  lagging  renewed. 

2.  This  matter  is  brought  to  your  attention  in  connection  with  the 
direct  opposition  between  the  wording  of  the  job  order  which  was 
drawn  uj)  by  Lieut.  R.  C.  Davis  and  the  work  finally  ordered. 

\  ery'  respectfully, 

H.  T.  Wright, 
Naval  Constructor,  V.  S.  Navy, 

Construction  Superintendent. 


Department  of  Construction  and  Repair, 

Nary  Yard^  Mare  Island^  January  24, 1910, 


SUMMARY  NO.  1. 


StaUment  of  cost  of  labor  and  material  expended  on  West  Virginia  under  Bureau  of  Steam 
Engineering  J  as  per  various  orders. 


Jtb 

Deacriptlon  of  work. 

EfltlmatAd  cost. 

Actual  cost. 

order. 

Labor. 

Material. 

Total. 

Labor.     Material. 

TotaL 

11 

Repair  and  renew  boiler  gauge 
uass  guards.    Boreau  of  Steam 

1 

Engineering  telegram,  June  13, 

(•) 

(•) 

(•) 

$5.g0         $0.40 

$0.80 

13 

Make  aaid  install  foiii*  new  evap^' 

orator  shells 

$2,000.00 

$600.00  $3,500.00 

2,074.42 

068.14 

2,733.66 

Note.— Estimate  made  by  for- 

mer Steam  Engineering  Depart- 
ment and  did  not  include  new 

• 

heads  or  fittings.    (See  head  of 

department  report.)   New  heads 
and  fittings  were  required  and 

were  made  on  this  order.    Esti- 

mate also  did  not  include  over- 

•    head    expense.    Coats    include 

overhead   expense.    Bureau   of 

Steam  Engineering.  No.  20781- 
CC.DecemWl,  1W8. 
Rebore  H.  P.  cylinder  port  njtiin 

E13 

engine.    (Very  slight  cut  to  h^ 
taken.)    Bureau    Steam    Kn^i- 

neering  letter  10121-DD,  of  May 
20,1909 

' 

300.00 

SO.  00 

3fi0.00 

164.90 

S.0O 

168.80 

a  No  estimate  on  file. 


21395—10 36 
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Statement  of  cost  of  labor  and  material  expended  on  West  Virginia  under  Bureau  of  Steam 
Engineering f  as  per  various  orders — Continued. 


Older. 


K15 
E16 


E-17 


E-18 


E-21 


Description  of  work. 


I 
E-22  ; 
E-23 


Rebabbltt  spare  H.  P.  shoe.  Bu- 
reau of  Steam  Enjrfneerlnp  letter 
101121-DD,of  Miiv  JO.  Vjm 

Bore  out  steam  cvllnder  No.  2, 
main  feed  pump  and  give  pump 

general  overhauim? 

Note.— This  estimate  was 
made  for  overhauling  main  feed 
pump  and  was  changed  to  read 
"main  circulating  pump"  by 
Captain  Carr's order.  TM :  pump 
was  much  larger  than  tlu-  f'»ea 
pump  and  caused  conslclenhle 
more  work.  This  chan  t"  Is  stated 
in  memorandum  from  the  in- 
spector of  machinerv  to  the  man- 
ager, dated  June  17?  llKW.pvre  2. 

Renew  various  sections  of  oo])]>er 

glping,    port    endne    rooms, 
hip's  force  to  assist.    Bureau  of 
Steam  En'^ineering  letter  1-DD, 

May20,  1909 

Renew  all  small  piping  around 
evaporators,  feed  and  bottom 
blow  lines,  renewing  check  and 
globe  valves  as  found  necessary 
onsame.  Bureau  of  Steam  EnKi- 
neering  letter  10121-DD  of  May 

20.1909 

NOTE,— This  estimate  was 
made  on  renewing  only  small 
piping  around  evaporators.  On 
removing  evaporator  shells  and 

Elping,  all  pl]iinK  wn^i  found  to 
e  in  a  deplorable  ooii'lition  and 
was  renewed;  also  e\apontor 
pipes  outside  of  evaporator  spnre 
were  renewed.  l  urthemiore, 
new  evaporator  shells  were  mult 
on  Job  order  12/5(),  and  the 
piping  work  in  connoction  with 
their  installation  was  chnr>:ed  to 
this  job  order. 

Repair  casings  for  uptakes  and 
front  heiii.'frs  of  boilers  jw  neces- 
sary. Not  to  'elay  vessel.  Bu- 
reau of  Sleirn  Kufrlneerlng  letter 

10121-Di>  of  Ma>  20,  1.KYJ 

NoTF.— The  estimates  for  this 
work  were  made  by  the  l^)ilei*" 
niftVer's  -lepirtment.  and  a  oon- 
sidenible  amount  of  the  work 
was  done  by  the  shipfitlers  and 
the  sheet-inV'tnl  wofKcrx'^  ut  less 
cost.  At  llie  time  tlie  »>>|,ni  acs 
wp'-e  rn:i  V*  If  w>is  not  fiill\'  !i-.<'er- 
tHi  v\  '-.hit  w.is  to  l>e'  «lone, 
0..  .■!  •  f  .el  <'t  \]\  1  tiie  \p^^el 
A\  •  > ;  ;  •.;■  i.\-  ci  <•'•  Hmv  -in  I  in- 
SU.t.T.ent  li:rn'  .vu-;  ;i\  :;ilable  to 
mare  a  po'iipn-U'  v^\\v\  ife. 

Cover  whi&tlc  i)ii>e  on  after  stack. 
Bureau  of  htram  I'.ndnrering 
letter  10121-DI).  Miv  20,  l'.M)». 

Overhaul  and  rcpilr  So.  2  auxil- 
iary feed  '  •; I  ni •  I 

Renew    dr  liii    lines    above    floor 

platen  in  en- me  room 

Note.— This  job  c.illcd  for  re- 
newing drains  above  lloor  plates. 
These  pipeo  were  in  ix)or  coiuli- 
tion  ana  had  to  be  renewed 
throughout.  The  lalwr  on  the 
Job  cost  more  by  rc:i«5on  of  the 
great  di'T;ctilty  cxt  "ri(>tirod  bv 
the  m.n..  i)\ii::  to  ',»!'  fi' t  il  a 
there  were  mmiv  ir.idcs  uorklng 
in  this  space  at  the  same  time,  on 


Estimated  cost. 


Labor.     Material.     Total. 


135.00 
200.00 


360.00 


600.00 


4,500.00 


15.00 

300.00 
200.00 


$100.00 
25.00 


200.00 


200.00 


800.00 


20.00 
500.00 
150.00 


tl35.00 
225.00 


550.00 


700.00 


5,300.00 


Actual  c 


Labor.     Material.    TotiL 


183.30 
429.30 


120.80 


1,583.00 


3,019.30 


35.00  41.90 

800.00        282.60 
350.00        353.50 


$3.44 

48.72 


50.06 


868.31 


484.23 


6.32 

84.20 

236.96 


866^74 
47S.Q2 


170.86 


2,401.31 


3,503.58 


4S.22 

367.00 
590.46 
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Statement  o/eatt  of  hhor  and  material  expended  on  Wett  Virffinia  under  Bureau  of  Steam 
Engineering,  as  per  various  ord!^«— Continued. 


Job 
order. 


B-35 


Deacrlptlon  of  work. 


Ba^bnated  cost. 


Labor.     Material. 


821 


aooount  of  the  tact  that  the  yeasel 
had  to  be  finished  by  August  7, 
80  as  to  be  a\'ailablc  for  docking 
at  San  Fiancteco.  The  dlfTcr- 
ence  in  the  material  is  largely  due 
to  the  fact  that  valves  and  flt^ 
tinea  were  In  such  condition  that 
all  of  them  had  to  be  renewed. 

Renew  four  4-inch  bottom  tubes 
and  nipples  where  necessary. 
Work  to  be  done  by  the  ship's 
ftiroea ;. 

Oyerhaul  water  columns  and  re> 
new  defective  cocks  as  necessary. 
Bureau  of  Steam  Engineering 

letter  10121,  May  20, 1900 

Note.— At  the  time  the  vessel 
was  examined  there  t^ere  only  a 
part  of  the  cocks  on  water  coV> 
umns  that  reauired  renewal,  the 
estimate  havmg  been  made  in 
the  early  part  of  ApriL  When 
the  vessel  c^me  to  the  yard  In  the 
latter  part  of  June,  the  inspector 
of  machinery  directed  consider- 
ably more  work  thah  the  esti' 
mate  covered.  Furthermore  the 
repladne  of  casings  around  the 
water  columns  was  a  much  more 
expensive  Job  than  was  flrat  esti- 
mated oo. 

Make  sliding  piece  for  taper  attach- 
ment to  motor-driven  lathe. 
Bureau  of  Steam  Engineering 
letter  10121*DD.  May  20,  ig09. ... 

Overhaul  motor  -  drtren  lathe. 
Bureau  of  Steam  Engineering 
letter  10121-DD,  May  20, 1909.... 
Note.— The  estimate  on  this 
Job  order  was  based  on  overhaul- 
ing a  motor-driven  lathe  in  the 
machine  shop  of  the  vessel,  which 
required  only  a  few  minor  repairs. 
Wnen  the  job  was  undertaken 
Warrant  Madiinlst  Burke,  in- 
formed Quarterman  Machinist 
Rule  that  tbe  lathe  ^t  the  car- 
penter's beDdi  was  the  one  that 
needed  overhauling,  and  this 
lathe  vhfts  removed  to  the  shop 
and  given  a  general  overhauling. 

Overhaul  countershaft  to  milling 
machine.  Ship's  force  to  over- 
haul and  matenal  to  be  furnished 
by  the  navy-yard.  Bureau  of 
Steam  Engineering  letter  10121- 
DD,  May  20.  1909 

Overhaul  snaper.  Bureau  of  Steam 
Engineering  letter  10121-DD, 
May20.19(» 

Overhaul  countershaft  of  sensitive 
drUl.  To  be  installed  by  ship's 
force,  navy-yard  to  furnish  ma- 
terial. Bureau  of  Steam  En- 
gneering  letter  10121-DD,  May 
I,  1909 

Renew  traction  and  discharge  pipe 
to  circulating  pump  ice  machine. 
Bureau  of  Steam  Engineering 
letter  10121-DD.  May  20. 1909. . . . 

Trim  up  P.  H.  P.  piston  rod  and 
refit  packli^  as  necessary.  Bu- 
reau of  Steam  Engineering  letter 
10121-DD,  May  20, 1909 


1460.00 


laoo 
6a  00 


400 

eaoo 


400 


140LOO 


2oaoo 


toaoo 


100 
6u00 


zoo 

SwOO 


2.00 


12a  00 


saoo 


Total. 


1540.00 


$1,114.46 


12.00 
5&00 


&00 


Actual  cost. 


Labor. 


67.60 
20&30 


a.  45 


53.00  I      10490 


aoo 


2Gaoo 


a  10 


215.56 


Material. 


Total. 


$166.19  $l,28a66 


&08         75.68 

I 

17.88'      223.68 


6.75 
5u40 


.40 


61.02 


2aa00        267.90  15.42        283.32 


15.20 
iia30 


6.60 


27a  58 


•  Gance!ed. 
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Statement  of  coit  of  labor  and  matmal  expended  on  We$t  Virginia  under  Bureau  ofSleam 
Engineering^  ae  per  varioui  ordert— Continued. 


Job 
order. 


Description  of  work. 


Eittniftted  oott. 


Labor.     ICaterial. 


Total. 


Actual  cost. 


Labor.     Material.    Total. 


S7 


Relag  steam  piping  as  necessary. 
Bureau  of  Steam  Engineering 
tetter  10121-DD,  May  20.  1900... 
Non.— This  Job  covered  the 
relagging  as  necessary  of  miscel- 
laneous piping  and  during  tbe 
course  oi  repairs  there  was  a  oon- 
siderabte  amount  of  damage  done 
to  the  lagging  of  pipes  other  than 
those  covered  by  the  original 
estimate.  As  an  instance  the 
port  auxiliary  air  and  dreulatinff 
pump  as  well  as  the  starboara 
pump  had  to  be  sent  to  tbe  shop 
lor  repairs,  necessitating  dls- 
monnong  a  oonsiderabte  lead  of 
piping.  FurthermorBi  the  lag- 
ging and  covering  of  this  piping 
haa  to  be  done  as  a  rush  job  in 
order  to  get  the  vessel  ready  to 
go  to  San  Francisco  for  docldng. 

Overhaul  llneshaftin  machine  shop 

Overhaul  Ice  machine,  bore  out 
compressor  and  expander  cylin- 
ders and  fit  new  pistons  to  same: 
ftuse  of  compreesor,  expander  and 
steam  valves  and  seats.  Bureau 
of    Steam    Engineering    letter 

10121-DD,  May20. 1909 

NoTB.— The  original  estimate 
of  1270  on  this  Job  order  was  con- 
tained in  letter  of  April  28, 1900, 
and  a  supptemeotary  estimate  of 
labor,  lOS;  material,  172;  total, 
S607,  is  covered  by  item  13  of  man- 
ager's letter  63-E-OO  of  July  23, 
1909.  Total  estimate  on  thb  Job 
order  is  therefore  S867. 

Install  drain  pipe  from  ash  hoisting 
engine  platform  to  bilees.  Bu- 
leau  of  Steam  Engineering  letter 
9909-DD,  May  17, 1909 

Replace  present  feed  nippto  flanges 
ss  necessaiy  on  steam  drums  of 
boilers  with  new  flanges  having 
counterbore  for  beading  outside 
end  of  nipple.  Bureau  of  Steam 
Engineering  letter  9909-DD,May 

17,1909 

NOTK.— When  this  Job  was  first 
undertaken  It  was  intended  to 
renew  the  nipples  leading  through 
shell  and  probably  a  few  flanges 
where  found  to  be  in  bad  condi- 
tion. After  we  had  made  a  care- 
ful examination  we  found  it 
would  be  necessary  to  renew  all 
flanges  as  well  as  all  nipples. 
This  proved  to  be  a  big  Job,  as  it 
involved  the  removal  of  sheet 
metal  and  asbestos  covering  to 
get  at  the  flanges.  The  boiler 
makers  had  a  big  Job,  as  It  was  a 
very  close  place  and  it  was  neces- 
sary to  remove  a  number  of  plpea 
and  other  parts  of  machinery  in 
order  to  make  room  for  riveting 
and  calking'  and  as  the  pads, 
pipe,  studs,  bolts,  and  other  ma- 
terial was  reneweKl  throughout  I 
do  not  consider  the  actual  cost 
excessive.  These  conditions  were 
brought  to  the  attentlun  of  the  in- 
spector of  machinery.  He  made 
a  personal  e.xumioation  and  di- 
rected all  flanges  t4j  be  renewed. 
Lieutenant-C'ommander  Barnes, 
senior  engineer  officer,  is  fully 
cognisant  of  the  facts, 


f2oaoo 


sisaoo 


135a  00 


sua  10 


$112.29 


40.00 


260.00 


6.00 


20.00 


46.00 


270.00 


50.10 


074.80 


6.00 


162.00 


65.19 


826.86 


210.00 


630.00 


86.00 


160.00 


296.00 


780.00 


166.00 


2,292.62 


iiao4 


321.05 


aOft.64 


2,6ia.67 
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8ta(^m€nt  of  eoH  of  labor  and  maUrial  expended  on  Weet  Virginia  under  Bureau  qf  Steam 
Engineering,  a$  per  varioue  ordere — Continued. 


Job 
Older. 


Description  of  work. 


Efltimatod  cost 


Labor.     Material. 


Total. 


Actual  cost. 


Labor.    ICaterial.    TotaL 


Install  ont-oats  on  main  steam 
drain  lines,  oompartments  B-1, 
2, 6,  and  6.  Bureau  of  Steam  En- 
gineering letter  W09-DD,  May 
17,1909 

Install  tine  box  In  suction  line  of 
flushing  pump.  Bureau  of  Steam 
Engineering  letter  9909-DD, 
May  17,1900 

Fit  centrifugal  oilers  on  after  L  P 
cranks  both  engines.  Bureau  of 
Steam  Engineering  letter  9909- 

DD,  May  17, 1909 

Note.— Estimate  was  based 
on  the  supptiUtlon  that  centrifu- 
gal oilers  had  been  cased  and  were 
on  board  the  vessel  ready  for  in- 
stallation, as  was  the  case  on  the 
Maryland.  This,  however,  was 
found  not  to  be  the  case  when  the 
Job  was  undertaken  and  the  oil- 
ers had  to  ba  made  as  well  as 
fitted  on  this  Job  order. 

Ihstall  reducing  valve  in  steam 
line  to  flushing  pump,  compart- 
ment B-1.  Bureau  of  Steam 
Engineering  letter  990»-DD, 
Mavl7,19(» 

Repair  and  renew  parts  of  engine 
room  revolution  counter  as  neo* 
essary.  Bureau  of  Steam  En- 
^eering  letter  10731-DD,  May 

Trim  up  starboard  high^pressure 
piston  rods  and  renew  and  refit 
packing.  True  up  crosshead 
pins  where  necessary.  Crew  to 
remove  and  replace.  Bureau  of 
Steam  Engineering  letter  10731- 
DD,  May  28, 1909 

Bore  out  steam  and  water  cylinders 
of  auxiliary  air  and  circulating 
pumps.  Crew  to  assist.  Re- 
Dore  steam  and  water  cvlinders 
jlre  and  bilge  pumps.  Crew  to 
assist.  Rebore  water  ends  of 
evaporator  feed  and  distiller 
pumps.  Crew  to  assist.  Bu- 
reau of  Steam  Engineering  letter 

10731-DD,  May  28. 1909 

NOTX.— The  estimate  on  this 
Job  oontemolated  repairs  to  5 

Sumps.  After  the  Job  order  was 
sued  one  other  auxiliary  air  and 
circulating  pump  was  added  to 
the  Job  order  bv  order  of  Captain 
Carr.  making  6  pumps  involved 
In  the  actual  cost.  The  work 
was  done  by  the  yard  force  with 
no  assistance  whatever  ftom  the 
ship's  force,  as  was  figured  on  in 
the  estimate.  Two  of  these 
pumps,  one  air  and  circulating 
and  one  fire  and  bilge,  were  sent 
to  machine  shop  No.  1  to  be  ovex^ 
hauled,  and  it  was  found  neces- 
sary to  do  the  following  work  on 
them  beyond  that  enimierated 
in  the  loo  order  in  order  to  put 
them  In  condition  to  perform 
their  ftmctlon: 

New  piston  rods,  piston  valves, 
and  valve  stems  for  steam  ends. 

New  zincs  were  fitted  and  new 
pins  for  valve  gear. 

New  valve  seats,  stems,  and 
springs  for  water  ends. 

One  air  and  eircalatlng,  one 
fire  and  bflfa,  ooa  eraporator, 


•lfiO.00 
28.00 

loaoo 


tsaoo 

80.00 

fiaoo 


•300.00* 


68.00 


ifi0.00 


sua.  10 


63.80 


420.10 


•08.29 


19.59 


7a  32 


•166.89 


81.88 


496.48 


30.00 


60.00 


476.00 


66.00 


6.00 


30.00 


76.00 


66.00 


606.00 


42.90 


110.90 


431.60 


113.16 


7.00 


32.22 


166l06 


lit.  60 


468.73 


760.00 


100.00 


1.00 


2,368.40 


646.07 


3,006.47 
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StateTneni  of  cost  of  Ic^orand  material  expended  on  West  Virginia  under  BvO'eau  of  Steam 
Engineering,  as  per  varume  orders — Continued. 


Job 
Older. 


Description  of  work. 


Bittniftted  cost. 


Labor.     Material.     Total. 


Actual  cost 


Labor.     Material.    ToCtf. 


97 


102 


and  one  distiller  pump  were 
sent  to  machine  shop  No.  2, 
where  it  was  found  necessarr  to 
make  new  parts  not  provided  for 
in  estimate  as  follows: 

New  valve  seats  throughout 
in  all  the  pumps;  all  new  rubber 
phmgers  for  water  ends  of  all 
pumps,  and  new  guards,  or,  in 
other  words,  the  pumps  (Instead 
of  having  specific  repairs  and 
being  assisted  by  the  crew)  re- 
ceived a  thorough  overhauling 
and  the  yard  force  had  to  do  it 
unassisted. 

The  overhauling  of  an  average 
sized  pump  averages  at>out  $200, 
bat  several  of  these  pumps,  par- 
ticularly the  auxiliary  air  and 
clrculatinf  pumps  were  not 
only  double  pumps,  but  thev 
occapled  a  position  below  their 
respective  condensers,  which 
made  them  difficult  to  break 
out  and  afterwards  replace. 
Conslderlns  the  large  num- 
ber of  pipes  to  be  removed 
and  the  destruction  of  pipe  cov- 
ering consequent  upon  a  rush 
Job,  I  should  think  that  a  unit 
price  of  $100  was  none  too  much 
for  these  pumps. 

Renew  s(*ctions  of  fire  and  bilge 
pumps,  bilge  suction  pipe.  Re- 
new as  necessary  various  sections 
of  water  piping  in  engine  rooms 
as  follows:  Nos.  937,  qSb.  957,  968, 
967.  968,  965,  966,  933,  959.  Also 
engine  room  bilge  suctions  to  firs 
and  bilge  pump  manifolds.  Re* 
new  bilge  strainers  In  both  engine 
rooms  as  necessary.  Bureau  of 
Steam  Engineering  letter  10731- 
DD,  May  &.  1909 

Overhaul  and  repair  bottom  blows 
as  necessary.  Bureau  of  Steam 
Engineering  letter  10731-DD, 
May  28,  1909 

Repair  a^  pans,  renewing  side 
plates  as  neceftsary.  Bureau 
of  Steam  Engineering  letter 
10731-pD.  May  28,  1909 

Overhaul  main  bearing  brasses  and 
caps.  Remove  to  shop,  true  up, 
test,  after  treatment  for  porosity, 
rebabbittlng  cracked  portions  as 

found  necessary.    R ush 

Note.— The  original  estimate 
relative  to  overhauling  the  main 
bearings  and  lining  up  the  main 
engines  was  contamed  In  Item  3 
of  manager's  letter  53-E-09  of 
April  28. 1909,  and  amounted  to 
$8,000,  the  Item  being  as  follows 
(see  note  "B,"  summary  pape): 
"  Rebabbltt  as  necessary  and  line 
up  all  main  bearings  of  both  main 
engines."  The  amount  of  work 
required  to  be  done  was  very 
much  less  than  the  work  contem- 

glated  by  the  original  estimate. 
ee  manager's  letter  of  April  28, 
1909:  "The  main  bearines  were 
not  available  for  examination 
and  have  nothing  to  show 
whether  they  are  out  of  align- 
ment or  not."  ♦  •  •  "The 
above    estimate    is    tentative. 


$9U.OO 


150.00 


840.00 


$635.00 


ao.oo 


32S.00 


6,000.00     2.000.00 


11,590.00 


170.00 


1,165.00 


8,000.00 


$689.30 


206.00 


805.30 


816.35 


$42LgO 


29.29 


201.13 


67.48 


$1,11L90 

236.29 

1.006.43 

873.63 
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Statement  of  cott  qf  labor  and  material  expended  on  West  Virginia  under  Bureau  o/Skaifn 
Engineering,  as  per  various  orders — Contiuued. 


Job 
order. 


Description  of  work. 


104 


107 


Reoominend  that  exunlnatloii 
be  made  by  the  ship  when  she 
comes  to  this  vard  for  repairs  and 
farther  report  submitted." 

Line  np  P.  u.  P.  eroas  head  and  do 
necessary  tniing  up  of  P.  H.  P. 
piston  (to  conform  to  same  work 
of  approved  design  for  repairs 
made  on  South  Dakota,  see  blue- 
print 11-1-617).  Crew toassist  as 
necessary.  Kebabbitt  all  cross- 
head  brasses  as  necessary.  Over- 
haul both  H.  P.  crossheads. 
True  o  p  pins  in  the  shop.  Crew 
to  assist  as  necessary.  Rebab- 
bitt  spare  crank  pin  brasses 
found  necessary  from  examina- 
tion. Crew  to  assist  as  neces- 
sary. Bore  out  top  halves  of  ec- 
centric straps,  leaving  a  clear- 
ance of  3/32  inch  on  radial  line 
throu^  eccentric  rod.  Bureau 
of    St«un    Engineering   letter 

10731-DD  of  May  M,  19® 

Note.— The  original  estimate 
for  the  items  of  this  Job  order  was 
contained  in  items  4,  6,  and  0  of 
the  manager's  letter  63-E-09  of 
April  28,  1909,  amounting  to 
flO,3S9.  This  estimate  was  based 
on  the  beet  information  that 
ooold  136  obtahied  when  she  was 
lying  In  San  Frandsoo  Bav  with- 
out dismantling  any  part  of  the 
main  engines  for  exanunation,  as 
only  one  day  was  available  to 
make  .the  examination  on  which 
the  estimates  were  based.  When 
work  was  undertaken  very  much 
less  work  was  found  than  was 
contemplated  by  the  oriKinal  es- 
timates. See  also  manat^er's  let- 
tar  5$-E-09  of  Septeni>«flr  IS, 
1909,  reporting  relative  to  this 
item,  the  report  of  cost  being  for 
items  4, 5,  and  6  on  this  Job  order 
and  amounts  to  |2,1W.54.  This 
is  included  in  the  total  of 
$2,662.55  given  opposite  this  Job- 
order  item. 

Renew  4-inch  bottom  tubes  and 
nipples  where  necessary.  Cr«w 
to  assist  in  this  work.  This  re- 
calls JO.    E-25  on   this   itii^n. 

Rush 

Note— See  note  \  after  sum- 
mary. Tlie  original  osthuato  con- 
tained in  Item  21  of  maiia(;(>r's  let- 
ter S3-E-09  of  AprO  2x.  1909, 
read  as  Ibllows:  '^  Renew  four 
4-inch  bottom  tubes  and  niiples 
wVore  necessary.  Lai  or.  ivto: 
material,  $300;  total.  $3(K)."  ^o'i 
orier  E-26-156  was  issiie^l  on  tlie 
basis  of  the  foregoinx  item,  but 
after  the  arrival  of  the  ship  ani  a 
careftil  examination  of  the  boil- 
ers, this  Job  order  was  sui)erse<]erl 
by  Job  order  104,  covering  work 
very  much  more  extensive. 

Overfiniil  and  rerialr  as  necessary 
furnare  doors  of  all  boilers.  Bu- 
reau of  Steam  Engineering  letter 

10731-DD,  May  28, 1909 

Note.— At  the  time  this  esti- 
mate was  marie  several  boilers 
were  under  steam,  and  when 
work  was  actually  undertaken  it 


$7,600.00 


Estimated  cost. 


Labor.     Material.     Total. 


$2,850.00 


$10,350.00 


300.00 


600.00  95.00 


$1,538.10  '$1,123.45 


300.00 


Actual  cost. 


Labor.    Material.    TotaL 


2,214.10 


605.00 


810.00 


$2,662.M 


1,266.24 


78.74 


3, 480.  $4 


888  74 
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StaUment  of  CMt  of  labor  and  material  expended  on  West  Vbrginia  under  Burwu  qfSimm 
Engineering  y  a»  per  varioue  ofder»>-Continued. 


Job 


118 

119 


137 


146 


187 


174 


175 


178 


178 


171 


Daacriptlon  of  work. 


was  found  that  the  damage  on 
those  boflon  was  oonsiderably 
greater  than  ooold  be  dJaoovored 
at  the  tlnie  the  estimate  was 
made.  It  was  neoesMffy  to  com- 
pletely mnew  a  nnmbw  of  the 
himaoe  doors  Instead  of  repairing 
them,  as  contaminated  by  the 
original  estiihate. 

Retobe  two  evaporator  coUs.  Bn- 
reau  of  Steam  Engineering  letter 
10731-DD,  May  »,  1909 

Install  gauge  with  neonsMary  piping 
on  starboard  engine  room  "  gauge- 
board"  to  auxiliary  steam  line 
ftuward  of  red  ndng  valve.  This 
installation  desireo  in  one  engine 
room  only.  Bureau  of  Steam  jSn- 
gneering  letter  10781-DD,  l£ay 

Main  and  install  onenew  bed  plate 
for  port  lacking  engine,  as  per 
plan  34-A-<n91.    Bureau  letter 

10781-DD,Mav28,1909 

NoTK.— Owmg  to  an  error 
made  bv  Lieut  R.  C.  Davis  in 
instructions,  the  pattern  was 
made  Ibr  the  port  instead  of  the 
starboard  Jacking  engine,  and  one 
casting  was  made  bewe  the  error 
was  discovered. 

Repah*  overboard  discharge  pipe 
from  dynamo  condenser.  Crew 
to  remove.  Bracing  only  neoet- 
sary.  Bureau  of  Steam  Engi- 
neering letter  10781-DD,  May  », 
1909 

Hake  33  oil  oupe  for  main  engine 
erosshead,  as  per  sample  for* 
nished  by  ship.  Bureau  of 
Steam  Engineering  letter  10781- 
DD,  Mav  Sb,  1909 

Renew  ash  pan  of  launch  boiler 
and  floor  plating  to  same.  Bu- 
reau of  8t^am  EnglnMring  letter 
1073)-DDofMay28.1909.  (This 
is  a  title '<P"  order) 

Make  necessary  repairs  to  8-lnch 
deck  stool  and  flange  fh>m  steam 
line  to  Ice  machine.  Chase 
threads,  taper  and  fit  a  new 
(iange.  Bureau  letter  10731-1)  D, 
May28,1909 

Test  and  repair  as  necessary  the 
following  indicators:  P.  8.  X..  P. 
No.  624$  B.  A.  L.  P.  No.  8244, 
and  S.  H.  P.  No.  8240.  Ship  to 
remove  and  replace.  Bureau 
letter  10781-DD  of  May  28, 1909. . 

Make  and  deliver  to  ship  a  steel  bin 
for  measuring  coal;  make  of  ^ 
inch  galvaniuKl  iron,  3  feet  long, 
8  feet  high,  3  feet  wide.  Ed^fs 
to  be  reinforced  with  half  round 
or  flat  strips,  as  per  sketch. 
Commandant's  first  indorse- 
ment, July  28, 1909 

Make  as  per  sample  furnished  for 
pattern,  one  cover  plate  for  man- 
hole cover  of  P.  F.  L.  P.  cylinder 
head .  Commandant's  verbal  au- 
thority of  July  29, 1909 

Manufacture  one  worm  for  star- 
board  revolution  indicator  gear 
main  shaft.  See  print  24- A-0:^37. 
Commandant's  verbal  authority, 
Beptember  2. 1909 

Total 


Estimated  ooit. 


Labor.    MateriaL     Total. 


8280.00 

80.00 
800.00 


76.00 


82.80 


86.00 


U.00 


6.00 


28.00 


70.00 


00.00 


888.00 


80.00 


36.00 


80.00 


88.00 


94.00 


8.00 


16.00 


laoo 


7.00 


20.00 


8808.00 


80.00 


LOO 


186.00 


108.00 


LOO 


18.00 


20.00 


36.00 


77.00 


80.00 


Actual  c 


Labor.     MateriaL    TotaL 


8881.80 


61.00 


481.80 


41.88 


78.00 


63.70 


18.30 


27.70 


80.84 


70.20 


66.60 


30,689.00  10,236.00  40,034.00  25,660.70    7,788.83  |S8,448.08 
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818.84 


10.28 


61.68 


40.61 


14.73 


14.87 


Z70 


12.48 


23.66 


7.78 


26.62 


8Ha44 


668L88 


88.U 


87.78 


L67 


2L00 


118 


64.40 


88.12 
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ob  order  104.— Eathnate  baaed  on  ship  doing  all  work.  Job  wa 
[  and  work  oonld  not  be  done  by  ahip  and  inapeetor  of  maehfaienr  ( 
rk.    See  record  board  of  Inveatlgatlon,  WettVtginio  boilen.   Tj 


waa  foond 
dlreetcd 
hialtem 


A.  Item  ZXI,  boiler  tabea, 
to  bemach  latger  than  expected  and 

that  yard  force  take  m  the  work.    See  record  board  of  Inveatlgati 
aboald.  therefore,  be  eliminated  fkom  both  aidea—^athnatea  and  coata. 

B.  llainbearlnga  Job  order  102,  eatlmate  18,000.  No  examination  made  when  cettmate  waa  made.  Bee 
manager'a  report,  when  work  waa  examined  Inapeetor  did  not  conaider  rebabblttlng  neceaaary  and 
antborised  oomnaratlTely  amall  Job.    Item  should  therefore  be  eltanfnated  both  aidea. 

BUminating  theae  two  Itema,  eatimatea  and  coats  are  aa  foUowa  (note  that  aah-cjector  Job  No.  88  la  not 
Inotaided):  Eatimated  coat:  Labor.  $24,680;  material,  $7,886;  total,  $82,624.  Actual  coat:  Labor,  $22,820.81; 
BMtHlal,  18,468.61;  total,  $28,068.88. 

ncrOBTAXT  NOTK. 


O.  Uayadtj  of  eatimatea  were  made  In  April  before  new  ooat-keeplng  ayatem  waa  In  effect  and  did  not 
tito  aoooont  of  fkill  overhead  chargea,  aboot  25  per  cent  being  included.  Coata  glTen  bear  full  oTcrhcad 
Qhtigea  under  new  ayatem.  About  two  montha  elapaed  between  date  of  preparation  of  cattanatea  and 
oommcDoement  of  work,  accounting  for  additkmal  deterioration. 

SUMMARY  No.  2. 

SUUement  of  CMt  of  labor  and  material  expended  on  We$t  Virginia  December  SI,  1909,  at 
per  Bureau  of  Steam  Engineering  orders  ekoum  below. 

[Job  ocdan.  tIs,  83, 168, 181, 182, 183, 186,  and  203,  are  atlll  being  worked  on,  and  tba  actual  coat  ihown  on 
^  theae  aheeta  la  the  coat  to  December  31, 1808.] 


Job 


Deaoription  of  work. 


Estimated  OQSL 


Labor.      Material.      Total. 


AetoalOQSt. 


Labor.     MaterlaL     TotaL 


168 


181 


188 


Do  neceaaary  work  In  oonneo- 
tion  with  InatalUng  ash- 
ejector  system.  This  In- 
dudea  the  Inatallation  of 
four  pumpa,  four  ash  eject- 
ors, and  two  sea  yafyea, 
with  neoeasary  piping-  Bu- 
reau letter  6172-DD,  March 

31,1908 

Note.— See  Job  order 
70/156,  TlUe  D,  West  Vir- 
ginia, which  covers  sea 
atool,  bulkhead  and  deck 
fittings,  and   foundations. 

.  This  order  can  not  be  fully 
completed  until  ash  hoppers 
and  pumps  are  received. 

Make  design  of  adequate  lift- 
ing gear  to  replace  unsatis- 

.  factory  gear  for  cylinder 
head  of  main  engines.  Con- 
sult plan  24 -A- 0^387  for 
West  Vh-glnia,  which  is  not 
aatisf^tory,  and  plan  2&- 
A- 0-345.  California,  which 
la  satisfactory.  Consider 
the  fact  that  valves  on 
Maryland  are  different  from 

those  of  California 

NOTE.-For  West  Vir- 
ginia and  Maryland. 

Do  necessary  work  in  making 
changes  to  crosshead  slip- 
pers in  coimection  with 
changing  main  engines  and 
I)ropellers  from  intuming  to 
oiitiurning,  as  per  plana 
0(>37  (speciflcatloDs)  and 
Ud58  (details).  Steam  Engi- 
neering Bureau  letter  18628- 
dd  of  September  21,  1909, 

12855-dd  of  July  1, 1909 

NoTi.— Other  changes  in 
engines  covered  by  Job 
ordoa  18^156  to  186/156, 
indualve. 

Do  neceaaary  work  In  making 
changea  to  crosshead  guides 
In  connection  with  chang- 
ing main  engines  and  pro- 
pellera  from  intuming  to 


$8,ooaoo 


$12,1W.00 


$20,100.00 


$606.86 


$429.03 


$1,124.88 


(•) 


(•) 


(•) 


18.30 


20L1O 


3,062.00 


1,746.00 


4,807.00 


37.74 


6.48 


4128 


•  No  catlmatc  aubmltted. 
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Statement  of  cost  of  labor  and  material  expended  on  West  Virpinia  December  31  ^  1909,  < 
per  Bureau  of  Steam  Engineering  orders  shown  below — Continued. 


Job 
ordar. 


DMcriptlon  of  work. 


Estimated  cost. 


Labor.      Matorial.      Total. 


Actual 


Labor.     MaterlaL     TotaL 


183 


186 


203 


outtumlns  as  per  plans  6657 
(specirieations}    and    6668 

(detAila) 

NoTS.  -Other  changes  In 
engines  covered  by  |ob  or- 
ders 181, 183, 186,  Inclusiye. 
Bureau  of  Steam  Englneei^ 
Ing  letters  1295S-DD  of  July 
1,  1909.  and  18629-DD  of 
September  21, 1909. 

Do  neuessary  work  In  making 
ohanees  to  engine  frames 
and  tie  rods  in  connection 
with  chancing  main  engines 
and  propellers  from  intum* 
ing  to  outtuming  as  per 
plans  6637  (speomcations) 

and  6669  (details) 

Note  .—Other  changes  in 
engines  covered  by  job  or- 
ders 181, 182, 184  to  186,  in- 
clusive. Bureau  of  Steam 
Engineering  letters  12965- 
DD  of  July  1,  1909,  18629- 
DD,  September  21, 1909. 

Do  necessary  work  in  making 
changes  to  drain  and  re- 
versing gear,  in  connection 
with  chanelng  main  engines 
and  propellers  from  intum- 
ing  to  outtuming  as  per 
plans  6657  (specifications) 

and  6658  (details) 

Note.— Other  changes  in 
engines  covered  by  Job  or- 
ders 181  to  185,  inclusive. 
Bureau  of  Steam  Engineer- 
ing letters  12955-DD  of  July 
1,  1909,  and  18629-DD  of 
September  21, 1909. 

Remove  distillers  from  the 
evaporator  room  shaft  to 
starboard  enqlne  room 
hatch,  as  per  plau  7043. 
Bureau  of  Steam  Engineer- 
ing letter  19514-DD  of  Octo- 
ber 6, 1909 


Total. 


13,607.00 


12,496.00    $6,192.00 


4,250.00 


2,340.00 


1,260.00 


200.00 


1,200.00 


300.00 


21,459.00 


131.60 


85.88 


8S7.S7 


6,590.00 


368.13 


211.08 


670.11 


1,450.00 


103.84 


58.43 


182.27 


1,500.00 


2.66 


42.04 


19,180.00     40,630.00 

I 


1,285.94 


715.26 


2,001.20 


GRAND  TOTAL  SUMMARY. 


Total  brought  forward  from 

summary  No.  1,  completed 

job  orders $30,689.00  $10,236.00  $40,924.00 

Total  broimht  forward  from 

summary    No.   2,   uncom-  | 

pleted  job  orders 21,450.00    19,180.00    40,639.00 

Deduct  job  order  No.  174  in 


summary  No.  1,  which  in 
under  Title  P 


Total  under  Title  D, 
(A.+B.-C) 


66.00 


52,082.00 


24.00 


29,391.00 


90.00 


81,473.00 


$25,650.70 

1,286.94 

53.70 


26,882.94 


$7,792.38 

715.26 

14.87 


8,402.72 


$33,443.03 

2,001.20 

68.57 


85,876.66 


H.  A.  Evans, 
Naval  Constructor t  U.  S.  Navv^ 

Construction  Officer. 
Statement  of  expenditures  checked  and  found  correct. 

E.  W.  BONNAFFON, 

Paymaster,  U.  S.  Na 
A^coountw 
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Appendix  K. 

Extrtutfrom  semiofficial  letter  from  the  commanding  officer  of  the  U.  8.  S. 
Paul  Jones,  to  Ndval  Constructor  H.  T,  Wright,  U.  8,  Navy,  navy- 
yard.  Mare  Island,  Cat. 

U.  S.  S.  Paul  Jones, 
Navy-Yaed,  '  PuGET  Sound,  Wash., 

October  1,  1909. 
My  Deab  Wright: 

On  the  run  to  Alaska,  we  had  lotsof  trouble  with  "C"  and  "D"  boilers, 
there  being  serious  leaks  on  account  of  the  tubes  letting  go.  In  one 
case  this  was  due  to  the  shortness  of  water,  but  as  fires  were  hauled 
promptly,  I  know  that  the  tubes  were  not  burned.  The  reason,  as 
near  as  I  can  find  out,  is  that  the  tubes  were  not  rolled  properly  in  the 
first  place,  or,  if  they  were,  were  fitted  into  rusty  holes;  then,  on 
expanding,  there  would  be  a  thin  film  of  rust  between  the  tube  and 
the  drum.  In  both  boilers  it  was  necessary  to  use  salt  water,  and  I 
think  that  the  hot  salt  water  cut  the  film  of  rust  and  caused  the 
leak.  I  went  into  the  boilers  as  soon  as  they  were  opened,  and  found 
around  all'  the  leaky  tubes  a  ring  of  bright  rust. 

Another  thing  is,  I  would  like  to  know  whether  the  downcomer 
tubes  were  ever  renewed.  During  our  stay  here,  they  were  renewed. 
The  other  day  we  had  to  break  the  joint  in  the  horizontal  circulating 
pipe.  We  had  a  very  hard  time  breaking  the  joint,  and  from  the 
appearance  of  things,  the  packing  ring  looked  as  though  it  had  not 
been  out  for  ten  years.     There  was  also  old  waste  in  this  pipe. 


Very  respectfully, 


Milton  S.  Davis, 
Lieutenant,  V.  8.  Navy,  Commanding. 


L. 

June  12, 1909. 
Sib:  1.  Referring  to  Bureau  of  Steam  Engineering  letter  No.  9780, 
dated  May  14,  1909,  and  the  bureau's  telegram  dated  June  8.  1909, 
relative  to  retubing  the  condensers  of  the  Cincinnaii  and  the  aisposi- 
tion  of  the  tubes  removed  from  the  condensers  of  the  Whipple,  I  nave 
the  honor  to  report  as  follows: 

2.  The  delaj  in  making  this  report  is  due  to  the  fact  that  I  have 
recently  been  m  constant  attendance  before  a  court  of  inauiry  for  over 
three  weeks,  and  all  previous  correspondence,  except  tne  receipt  of 
the  inspector  of  machinery's  memoiandum,  dated  February  5,  rela- 
tive to  the  condition  of  the  WJiipvlts  tubes,  relative  to  this  subject 
took  place  during  my  absence.  Upon  my  return  to  duty  I  desired 
to  make  a  full  investigation  of  the  subject,  and  owing  to  the  great  press 
of  work  due  to  the  large  number  of  vessels  under  repair  at  this  yard, 
I  have  not  been  able  before  to  make  a  full  report. 

3.  This  subject  naturally  divides  itself  into  two  subjects — ^first,  the 
condition  of  the  present  tubes  in  the  Cincinnati  and  tne  necessity  for 
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re  tubing  in  whole  orpart:  and  second ,  the  disposition  of  the  tubes 
removed  from  the  Whipple.  It  will,  therefore,  be  discussed  under 
these  heads. 

4.  Condition  of  condenser  tubes  of  Cincinnati  necessary  to  entirely 
retube: 

(a)  Wlien  the  condensers  were  opened  up,  it  was  found  that  the 
tubes  were  in  bad  condition.  The  engineering  superintendent,  Lieut. 
R.  C.  Davis,  together  with  Assistant  Naval  Constructor  Hall  and  the 
outside  foreman  inspected  the  condensers  and  had  several  tubes 
drawn  and  tested  and  found  the  general  condition  of  the  tubes  bad. 
Lieutenant  Davis  reported  these,  conditions  to  the  inspector  of 
machinery  and  this  report  brought  forth  the  letter  from  the  inspector 
dated  April  23,  1909,  which  was  forwarded  by  the  acting  manager 
with  his  letter  No.  62-E-09,  dated  May  6,  1909. 

(6)  Copy  of  the  inspector's  letter  is  forwarded  herewith  marked 
"A."    Tne  following  quotations  are  noted: 

I  have  made  a  careful  examination  of  the  tubes  •  »  •  and  find  the  ends  of 
many  of  the  tubes  bo  brittle  a  id  broken  that  it  will  be  necessary  to  renew  them  before 
repacking  *  *  *.  The  deterioration  of  the  tubes  is  only  at  the  ends  and  appears 
to  be  the  result  of  chemical  action. 

The  inspector  estimates  that  it  will  be  necessary  to  replace  2,350 
out  of  a  total  of  7,430  tubes. 

(c)  Upon  receipt  of  the  inspector's  letter,  a  furtlier  examination 
was  made  by  the  engineering  superintendent.  Lieutenant  Davis.  A 
number  of  tubes  (stated  as  10  or  15)  selected  at  random  were  drawn 
and  were  given  a  physical  test,  and  all  were  found  to  be  very  brittle 
and  corroded  at  the  ends.  In  view  of  these  generally  bad  conditions, 
Lieutenant  Davis  and  the  outside  foreman  considered  that  the  entire 
condenser  should  be  retubed  and  that  new  tubes  should  be  used,  and 
this  opinion  was  concurred  in  by  the  acting  manager,  and  letter  dated 
May  6,  1909,  was  submitted. 

(d)  I  have  lately  further  investigated  this  subject.  Twelve  tubes 
taken  at  random  (in  the  dark)  from  the  top  row,  middle  row,  and 
bottom  row  were  drawn  and  carefully  examined.  These  tubes  rep- 
resent general  conditions.  The  condition  of  these  tubes  is  poor. 
The  ends  are  vei-y  brittle  and  corroded.  The  brittleness  of  the  tubes 
is  clearly  shown  by  attempting  to  flatten  them  with  a  light  hammer. 
^All  12  of  these  tubes  were  in  such  condition  that  they  could  not 
haveNbeen  replaced.  To  further  investigate  this  matter,  I  directed 
the  forei^an  machinist,  outside,  Mr.  Russell,  to  have  24  more  tubes 
removed  rhom  the  condenser,  taken  at  random,  and  further  directed 
that  when  tJi^se  tubes  were  removed  he  was  to  personally  examine 
them  and  picJK  out  tubes  that  he  considered  could  go  back,  after 
cleaning,  in  the  c^pndenser.  After  this  was  done,  Mr.  Russell  informed 
me  that  there  w^e  4  tubes  out  of  the  24  that  he  thought  were  per- 
haps good  enough  ftp  go  back.  In  Mr.  Russell's  presence  and  together 
with  nim,  I  tested  uhese  4  tubes.  One  tube  was  struck  on  the  end 
a  light  blow  with  a  \hammer  and  was  so  brittle  that  it  immediately 
cracked,  and  with  th^  second  blow  a  piece  broke  out.  An  attempt 
was  then  made  to  bend  the  tube  to  a  Targe  radius  in  the  middle,  and 
it  broke  short  off.  The  next  tube  was  taken  up  and  an  attempt  was 
made  to  remove  the  necking  at  the  end  of  the  tube  by  using  a  small 
roller  expander  that  had  been  successfully  used  in  other  tuoes.  As 
soon  as  the  expander  was  M^ell  entered  the  tube  cracked.     The  end 
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of  this  tube  will  be  forwarded  to  the  bureau  among  other  samples 
noted  below.  An  attempt  was  then  made  to  bend  the  tube  in  the 
middle  at  a  large  radius,  but  failed,  as  serious  cracks  developed  as 
9oon  as  the  tul^  was  bent.  The  two  remaining  tubes  were  found 
to  be  in  fair  condition  and  apparently  are  new  tubes  probably  in- 
serted by  the  crew.  It  will  thus  be  seen  that  out  of  36  tubes  taken 
at  random  from  this  condenser,  two  tubes  were  found  which  could  be 
considered  fair.  All  of  the  remaining  tubes  are,  without  question,  bad. 
Mr.  Russell's  report  is  attached  herewith  marked  '*B.'' 

{e)  In  order  tnat  the  bureau  may  be  fully  informed  on  this  subject, 
there  has  been  forwarded  to-day  by  express  specimens  taken  from  tiie 
tubes  removed.'  These  are  not  selected  bad  tubes,  but  represent 
general  conditions.  The  ends  of  the  tubes  are  admittedly  bad.  To 
determine  the  character  of  the  metal  in  the  middle  of  the  tube,  five 
specimens  were  taken  from  the  middle  and  tested.  The  five  speci- 
mens are  bunched  together  in  the  box  and  marked.  It  will  be  seen 
that  every  one  of  these  is  very  bad,  and  that  there  is  absolutely  no  life 
in  the  metal. 

^)  Under  the  conditions  described  above,  I  am  unable  to  under- 
stand how  it  will  be  possible  to  determine  the  bad  tubes  (estimated  by 
the  inspector  at  2,350.)  How  are  these  bad  tubes  to  be  selected) 
Tubes  that  looked  fair  when  tested  are  found  to  be  very  bad.  The 
brittleness  of  the  tube  can  only  be  determined  by  bending  and  ham- 
mering^and  this  destroys  the  tube. 

(g)  The  (XTinnnati  is  now  undergoing  a  large  overhauling  and 
went  out  of  commission  for  this  purpose.  In  my  opinion,  now  is  the 
time  to  make  aU  repairs  necessary.     I  am  satisfied  that,  if  the  vessel 

S>es  back  into  commission  with  the  present  condenser  tubes,  imme- 
ately  after  commissioning  it  will  be  necessary  to  retube  the  con- 
densers. I  wish  to  assure  the  bureau  that  I  attach  great  weight  to 
the  opinion  of  the  inspector,  and  am  guided  in  my  recommendations 
I  y  his  opinion,  except  in  a  case  where  I  feel  that  the  question  is  of 
great  importance  and  where  the  information  I  have  prevents  me  from 
concurring  in  his  recommendations.  The  present  case  is  one  that  I 
consider  of  importance,  and  as  I  feel  that  it  would  be  a  serious  mis- 
take not  to  entirely  retube  the  condenser  of  this  vessel,  I  cannot 
under  these  circumstances  concur  in  the  recommendation  of  the 
inspector.  I  therefore  recommend  that  the  condenser  be  entirely 
retubed  with  new  tubes. 

(h)  I  directed  the  engineering  superintendent  to  take  the  first  12 
tubes  removed  to  the  inspectors  office  and  go  over  with  him  their 
condition.  After  I  had  the  additional  20  tubes  removed,  I  tele- 
phoned to  the  inspector,  telling  him  the  bad  condition  I  had  found, 
and  telling  him  I  ho{>ed  he  could  change  his  recommendation  in  view 
of  these  representations.  I  have  to-day  received  a  memorandum 
from  him,  ho.  563-1,  dated  June  11,  1909,  copy  of  which  is  attached 
herewith  marked  **C,"  in  which  he  adheres  to  nis  former  opinion. 

(i)  There  were  3,2^4  tubes  removed  from  the  Whipphy  some  of 
which  were  in  very  bad  condition.  There  are  7,430  tubes  required 
to  retube  the  condensers  of  the  Cincinnati.  For  reasons  given  below, 
in  my  opinion,  none  of  the  Whipple  tubes  should  have  been  used  on 
the  Cincinnati.  To  entirely  retube  would  require  the  use  of  over 
4,000  new  tubes,  even  if  the  Whipple  tubes  were  used.  The  use  of 
both  new  and  old  tubes  would  certainly  not  be  good  practice.     It  will 
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be  noted  that  the  inspector  in  the  third  para^^aph  of  his  letter  states 
that  if  any  new  tubes  are  used  that  all  snould  be  new. 

6.  DDPOsmoir  or  ths  tubss  ubmotkd  fbom  tkb  condkksxrs  op  tbm  whipfli. 

(a)  On  February  5,  1909.  I  received  a  memorandum  dated  Feb- 
ruary 5  from  the  inspector  or  machinery  relative  to  the  Whipple  tubes 
and  stating  that,  in  his  opinion,  they  were  suitable  for  use  m  shorter 
condensers  and  distillers.  This  was  received  five  days  after  the  order 
h*om  the  Navy  Department  made  consolidation  effective.  At  this 
time  no  consoudated  organization  had  been  perfected  and  the  steam 
engineering  department  as  a  whole  was  being  conducted  as  a  sepa- 
rate department  under  Assistant  Naval  Constructor  Henry.  I  there- 
fore sent  this  memorandum  to  Mr.  Henry  with  the  following  pencil 
indorsement:  "Store  and  tag  where  they  came  from."  A  few  days 
later  the  papers  were  returned  to  me  with  the  following  pencil  indorse- 
ment from  Assistant  Naval  (.Constructor  Henry;  ''These  will  be  stored 
in  the  most  convenient  place  for  future  use.''  Mr.  Henry  is  not  at  the 
present  time  on  duty  at  this  yard,  and  I  am  unable  to  obtain  a  state- 
ment from  him  relative  to  the  matter,  but  knowing  his  close  attention 
to  dutv,  I  am  satisfied  that  he  gave  the  necessary  instructions  as  indi- 
cated bv  his  memorandum. 

(h)  The  tubes  from  the  Whipple  were  removed  by  the  ship's  force 
and  put  on  the  dock.  The  tubes  from  the  Raleigh  were  also  on  the 
dock  in  the  immediate  vicinity.  The  quarterman  laborer  in  cleaning 
up  the  water  front  asked  Lieutenant  Davis  what  was  to  be  done  with 
the  tubes  from  the  Whipple,  and  was  informed  that  the  ultimate  dis- 

{)osition  had  not  then  oeen  determined.  Later  the  quarterman 
aborer  received  instructions  to  scrap  the  ones  from  the  ndleiah,  and 
shortly  afterwards  received  an  order  from  either  a  foreman  or  leading 
man  of  the  machinist  force  that  the  tubes  were  to  be  scrapped  and  on 
this  order  issued  written  instructions  to  take  the  tubes  to  the  foundrv, 
which  was  done.  The  statement  of  the  quarterman  laborer  and  tne 
written  order  are  attached  herewith,  marked  "D."  In  this  connec- 
tion considerable  difficulty  is  experienced  in  keeping  the  water  front 
clear,  and  to  do  so  the  foreman  laborer  has  to  follow  up  requests  for 
orders  for  disposal  of  waste  and  scrap  removed  from  ships  under 
repair,  and  he  has  orders  to  remove  all  scrap  brass  to  the  foundry  as 
soon  as  possible  to  prevent  theft. 

These  tubes  had  been  in  use  in  the  condensers  of  the  Whipple  for  a 
considerable  period  of  time.  From  the  testimony  of  the  commanding 
officer,  they  had  been  in  use  at  least  three  years"  possibly  longer,  and 
had  seen  hard  service.  Their  general  condition  was  very  similar  to 
that  of  the  Cincinnati  samples  forwarded.  In  my  judgment  tubes  of 
this  kind  should  not  be  used  on  other  vessels,  and  are  only  good  as 
scrap. 

6.  I  am  not  at  all  satisfied  with  the  statement  contained  in  the  fifth 

Paragraph  of  this  letter.  I  feel  fully  satisfied  that  the  tubes  should 
ave  been  scrapped  if  the  question  had  been  fully  presented  to  the 
Bureau  of  Steam  Engineering  for  decision.  However,  as  long  as  there 
was  any  Question  relative  to  their  disposition,  action  should  certidnly 
not  have  been  taken  until  the  question  was  presented  to  the  bureau 
and  the  bureau^s  decision  obtained.  I  regret  that  through  oversight 
this  was  not  done. 

7.  While  not  offering  what  follows  as  an  excuse,  I  think  it  only  just 
that  the  bureau  should  be  informed.     From  December  18,  1908,  to 
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February  1,  1909,  the  naval  constructor  was  seriously  ill  and  unable 
to  attend  to  anjr  duty.  This  threw  all  his  work  on  his  assistants  who 
alreadv  had  their  hands  full.  When  the  order  for  consolidation  came 
on  Feoniary  1,  1909,  the  naval  constructor  was  far  from  his  normal 
condition,  but  felt  it  imperative  that  he  should  return  to  duty,  and 
did  so  against  the  advice  of  his  physician.  For  several  weeks  he 
suffered  considerably  and  was  not  able  to  do  anything  hke  full  duty. 
The  carrying  out  of  the  Na^  Department's  instructions  to  inameui- 
ately  consolidate  and  perfect  a  workii^  organization  thre\^  an 
enormous  amount  of  work  on  him  and  his  assistants,  and  during 
these  weeks  it  was  impossible  to  give  the  attention  to  details  that 
they  now  receive.  It  was  just  at  this  time,  February  18,  1909,  (see 
Slip,  Inclosure  "D''),  that  the  Whipple^s  old  tubes  were  disposed  of. 
In  my  own  mind  I  have  no  doubt  that  this  is  the  reason  the  question 
was  not  referred  to  the  bureau  as  it  should  have  been. 
Very  respectfully, 

H.  S.  Evans, 
Natyal  Constructor,  U.  8.  NofoVy 

Maftager  Manufacturing  Vepartmeni. 
The  Commandant, 

Navy-  Yard,  Mare  Island,  Col. 


M. 

United  States  Navy- Yard, 

Mare  Island,  Cal,  April  2S,  1909. 
Sir:  1.  I  have  made  a  careful  examination  of  the  tubes  in  the 
condensers  of  the  U.  S.  S.  Cincinnati,  and  find  that  the  ends  of  many 
of  the  tubes  so  brittle  and  broken  that  it  will  be  necessary  to  renew 
them  before  repacking  the  condenser  tubes.  The  deterioration  of  the 
tubes  is  only  at  the  ends  and  appears  to  be  the  result  of  chemical 
action.  The  material  of  the  tubes,  except  at  the  ends,  still  appears  to 
be  of  excellent  Quality,  and  by  cutting  oil  the  ends  the  tunes  will 
still  be  serviceable  for  retubing  shorter  condensers.  The  number  of 
tubes  which  it  will  be  found  necessary  to  replace  is  estimated  at 
2,350  out  of  a  total  of  7,430  tubes  for  both  condensers,     i 

2.  A  similar  condition  was  found  in  the  condenser  tubes  of  the 
U.  S.  S.  Whipple,  to  which  your  attention  was  called  in  a  memoran- 
dum from  this  ofTice  on  February  5,  1909,  in  which  it  was  stated  that 
on  preliminary  examination  thev  had  been  found  suitable  for  use  in 
shorter  condensers  and  in  distillers.  This  was  confirmed  after  the 
tubes  had  been  placed  on  the  dock.  I  find  that  by  using  these  tubes 
taken  from  the  Whipple  and  cutting  off  the  ends  to  suit  the  Cindn- 
nati's  condensers  that  the  condensers  of  the  Cincinnati  can  be  placed 
in  good  condition  for  a  cruise  at  small  expense. 

3.  If  it  is  necessary  to  use  new  tubes  to  replace  the  defective  ones, 
it  is  recommended  that  the  condensers  of  the  Cincinnaii  may  be 
entirely  retubed  with  new  tubes,  and  that  the  tubes  taken  out  may 
be  reserved  for  future  use. 

Very  respectfully,  C.  A.  Carr, 

Commander,  U.  S,  Navy^ 

Inspector  of  Machinery, 
The  Manager. 
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N. 

Commandant's  Office, 
Mare  Island  Navy- Yard,  September  28, 1909. 
Seb:  The  findings  of  the  board  of  inyestigation  on  the  West  Virz 

S'nia^e  boilers  caUmy  attention  to  the  testimony  of  E.  Kavana^l^ 
reman  boiler  maker,  brought  out  by  question  by  his  counsel,  J.  W. 
Kavanagh,  and  whicn  is  as  follows: 

Question  761. — Do  you  know  of  any  valuable  material  in  the  dumps  with  whidi 
you  had  any  association  in  any  manner? 

Answer.— I  do.  There  was  a  lot  of  floor  plates.  They  had  been  sent  to  the  boiler 
shop  several  years  back  by  the  paymaster's  department,  which  were  not  on  charge. 
At  the  time  of  consolidation,  Mr.  Fisher,  in  looking  around^  saw  this  pile  of  plates, 
and  asked  me  what  they  were  for.  I  told  him  that  they  didn't  belong  to  me;  that 
there  were  75  in  one  lot  that  belonged  to  the  paymaster  and  I  think  6  in  another  lot, 
making  81  plates.  I  told  him  also  there  was  a  miscellaneous  lot  of  tubes  which  were 
on  charge  in  the  department  of  steam  engineering,  and  were  reported  every  quarter 
to  the  steam  engineeriug  department  as  being  on  hand  and  available  for  such  vessels 
or  boilers  as  they  may  l^  suitable  for;  and  also  a  lot  of  tubes  that  had  been  sent  from 
ships  that  had  went  out  of  commission  in  the  turning  in  of  stores.  They  were  not  on 
charge.  Mr.  Fisher  dire<:ted  me  to  send  all  of  these  tubes  and  floor  plates  to  the  pay- 
master to  be  invoicfHi.  He  sent  up  a  gang  of  laborers,  and  they  hauled  all  of  tius 
material  from  the  boiler  shop  to  the  ntorehouse.  The  paymaster  refused  to  accept 
the  floor  plates  unless  they  were  trimmed,  and  he  said  the  edges  showed  signs  of  rust, 
and  he  was  afraid  no  shop  or  department  would  take  them  as  new  plates  where  they 
were  so  nisty,  and  he  hauled  them  out  to  the  dump,  and,  to  the  best  of  my  information 
and  bAlief,  they  are  piled  up  alongside  the  old  rock  crusher  at  the  end  of  the  railway 
leading  to  the  dump.  These  plates,  to  replace,  would  cost  anywhere  from  $1,000  to 
$1,400  or  $1 ,500  at  the  current  price  of  plates.  1  think  there  are  about  80  (h*  81  of  them. 
They  weighed  on  the  average  of  about  360  to  400  poimds  each. 

Will  you  please  have  this  matter  inquired  into,  and  report  to  me 
the  actual  conditions  as  they  at  present  exists 

Respectfully,  T.  S.  Phelps,  Jr., 

Rear-Admirdlf  U.  8.  Navy,  Commandant. 
The  General  Stobekeepeb, 

Navy- Yard,  Mare  Island,  Cal. 

[Flist  indonement.] 

Mare  Island,  Cal.,  September  SO,  1909. 
Respectfully  returned  to  the  commandant,  as  requested. 

J.  F.  Hatch, 

Paymaster,  U.  S.  Navy,  Acting  General  Storekeeper. 


Navt  Yard, 
Mare  Island,  Oal.,  September  29,  1909. 

Sm:  1.  In  compliance  with  the  commandant's  letter  dated  Sep- 
tember 28  as  to  certain  evidence  whicl\  was  quoted  by  the  comman- 
dant in  his  letter,  this  evidence  being  part  of  a  board  of  investigation 
on  the  West  Virginia  boilers,  and  referring  to  the  testimony  of  E. 
Kavanagh,  foreman  boilermaker,  there  is  the  following  statement 
submitted: 

2.  There  was  at  various  times  after  February  1  a  large  amount  of 
materiid  which  had  been  in  the  custody  of  the  several  Tthen)  manu- 
facturing departments,  which  was  turned  into  store  and  into  the  cus- 
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tody  of  the  general  storekeeper,  and  among  other  items  were  certain 
floor  plates  and  boiler  tubes  which  had  been  stored  alongside  of  the 
then  steam  engineering  department.  This  material  was  seen  when 
it  was  turned  in  personally  by  the  undersigned,  and  it  showed  to  have 
received  such  a  lack  of  care  in  its  storage,  as  it  had  become  rusted  and 
in  many  cases,  the  boiler  tubes,  for  instance,  pitted  so  as  to  be  of 
most  doubtful  value,  and  it  was  questionable  as  to  whether  it  should 
be  turned  into  store.  The  floor  plates  having  been  stored  in  the 
open,  were  rusted  about  the  edges,  and  the  boiler  tubes  w(  y.  many 
or  them  thoroughly  rusted  and  pitted,  and  the  undersigned  personally 
refused  to  accept  this  material  into  store  without  having  it  thor- 
oughly overhauled.  The  undersigned  directed  that  the  floor  plates 
be  taken  to  and  stored  on  the  field  adjacent  to  the  steam  engineering 
department,  and  which  happened  to  be  also  adjacent  to  the  dump. 
The  undersigned  also  said,  as  is  stated  in  the  testimony,  that  the 
edges  showea  signs  of  rust,  and  that  he  was  afraid  no  shop  or  depart- 
ment would  take  them  as  new  plates,     lliey  were  so  rusty. 

3.  They  were  not,  however,  discarded  as  scrap  metal,  but  were  held 
in  stock  for  issue  as  required.  It  was  the  intention  of  theundersigned 
that  they  should  be  cut  down  before  being  issued,  but  it  subsequently 
developed  shortly  after  the  date  of  their  oeing  turned  into  store  that 
they  could  be  used  on  certain  repair  work  on  ships  at  this  vard.  In 
order  that  it  may  be  clearly  understood  that  these  floor  plates  wei^e 
considered  stock  and  had  been  in  no  way  discarded  as  scrap  metal, 
there  is  a  stub  requisition  showing  the  issue  in  July  last  of  twelve  of 
these  identical  plates  to  the  manufacturing  department  for  repair 
work  on  the  OlcLcier. 

4.  By  further  reference  to  the  boiler  tubes  it  may  be  stated  that  the 
undersigned  conferred  at  the  time  of  delivery  of  these  tubes  to  the 
storehouse  with  Commander  Carr,  who  had  been  at  the  head  of  the 
department  of  steam  engineering,  and  Commander  Carr  was  informed 
that  so  many  of  the  tubes  were  rusted  and  pitted  that  they  would  not 
be  tsken  into  store  until  they  had  been  tnoroughly  overhauled  and 
^ose  which  were  unserviceable  sent  to  the. dump.  At  the  suggestion 
of  Commander  Carr,  an  expert  from  the  boiler  shop  went  over  all 
these  tubes  with  a  representative  of  the  general  storekeeper  and 
selected  all  the  tubes  which  it  was  considered  could  be  used  for  any 
possible  purpose.  The  floor  plates  are  now  stored  adjacent  to  metal 
shed  No.  2,  where  they  had  been  brought  from  the  lot  adjacent  to 
the  dump.  The  boiler  tubes  which  are  serviceable  are  stored  in 
metal  shed  No.  1.  All  this  material  is  directly  under  the  custody  of 
the  general  storekeeper. 

Respectfully,  E.  W.  Bonnaffon, 

Paymaster,  U.  8.  Navy,  Oeneral  StoreJeeeper, 
The  Commandant, 

Navy-Yard,  Mare  Island,  Oal. 


O. 

October  8,  1909. 
Sm:  1.  I  forward  herewith,  under  separate  inclosure,  duplicate, 
blueprints  No.  7029,  showing  defects  in  the  weld  of  steam  drum  of 
"A ''^boiler  of  the  U.  S.  S.  FarraguL    This  weld  extends  through  the 

213»6— 10 36 


Digitized  by  VjOOQ  IC 


662     PB0P06SD  BEOBQAKIZATIOK  OF  NAVY  DSPA&TMBlfT. 

top  row  of  tube  holes  of  the  drum  and  has  opened  as  shown  on  the 
pnnt,  it  being  opened  as  much  as  one-eighth  inch  in  placejs,  and  a 
moderate  amount  of  corrosion  has  taken  place.  This  defective  weld 
has,  of  course,  always  existed  and  the  parts  have  gradually  opened 
out  through  the  effect  of  heat. 

2.  I  respectfully  recommend  that  the  open  parts  in  the  weld  may 
be  thoroughly  cleaned  and  that  rivets  may  be  driven  in  all  tube  boles 
showing  defects,  so  as  to  draw  the  sheets  close  together  and  then 
that  the  scarf  where  opened  inside  the  drum  may  oe  chipped  and 
calked.  The  openings  between  tubes  left  by  the  removal  of  tubes 
to  be  closed  by  asbestos  board  and  fire  clay  or  in  other  approved 
manner. 

3.  If  this  method  of  closing  the  weld  is  approved  by  the  bureau, 
telegraphic  authority  to  contmue  work  is  requested,  as  the  boiler  Ls 
reaay  lor  retubing. 

Very  respectfully,  Commandeb,  U.  S.  Navv, 

Inspector  of  Machinery. 
Chief  of  Bubeau  Steam  Enoineerino, 

Navy  Department,  Waahington,  D.  C. 
CThrough  the  commandant.) 


P. 

Bubeau  of  Steah  Enginbebino, 

Washington,  D.  C,  October  19, 1909, 
Sib:  1.  The  bureau  acknowledges  the  receipt  of  letter  No.  1215-1 
of  the  8th  instant,  from  the  inspector  of  machmery  at  the  navy-yard 
under   your   command,    forwarding   duplicate   blueprints   showing 
defects  in  the  weld  of  steam  drum  of  bouer  ^'A"  on  the  Farragut, 

2.  The  bureau  hereby  confirms  its  telegram  of  the  18th  instant, 
No.  20320-<ld,  directing  that  a  new  steam  drum  be  built  for  this 
boiler  with  one  double-riveted  double  butt  strap  at  the  top,  slightly 
off  the  center,  the  safety  valve  to  be  moved  off  the  center  in  the 
opposite  direction,  to  afford  room  for  the  butt  strap.  From  an  inspec- 
tion of  the  drawings  on  file  in  the  bureau,  there  appears  to  be  nothing 
to  conflict  with  the  alteration  of  the  safety  valve;  but  this  should  be 
looked  into. 

3.  While  it  appears  that  with  the  present  length  of  boiler  drum 
there  will  be  aiifucient  room  for  the  circumferential  joints  at  the  ends, 
this  point  should  be  carefully  examined,  and  if  necessary  the  boiler 
drum  made  a  little  longer  than  at  present. 

4.  Please  direct  that  all  the  remaining  drums  of  the  boilers  in  this 
vessel  be  carefully  examined  for  similar  defects  and  their  condition 
reported  to  the  bureau. 

5.  The  work  on  the  new  drum  for  boiler  *'A"  is  authorized  in 
advance  of  estimates,  and  it  is  requested  that  estimate  of  time  and 
cost  be  prepared  and  forwarded  to  the  bureau  as  soon  as  possible  for 
this  new  drum,  and  any  other  work  in  connection  with  this  or  the 
remaining  boilers  which  may  be  due  to  faults  at  the  weld. 
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S.  The  method  proposed  by  the  inspector  of  machmery  for  repair- 
ing the  old  drum  is  not  approved,  as  the  bureau  considers  it  preferable 
to  nave  a  new  drum  built. 
Very  respectfully, 

H.  I.  Cone, 
Engineer  in  Chiefs  TJ.  S.  Navy,  Chief  of  Bureau. 
The  Commandant, 

Navy-  Yardy  Mare  Island. 
(Via  the  Bureau  of  Navigation.) 

[Flnt  liid«n«iMBt] 

Forwarded  to  the  manager  by  the  commandant. 

[Scoond  indonanflnt.] 

October  28,  1909. 
1.  Contents  noted  and  respectfully  forwarded  to  the  inspector  of 
machinery. 

H.  A.  Evans, 
Naval  Constructor,  U.  S.  Navy,  Manager. 


United  States  Navy- Yard, 
Mare  Island j  Cal.^  November  £,  1909, 

memorandum  for  the  inspector  of  machinery. 

1.  Referring  to  the  bureau's  letter  No.  20389-DD  of  October  19, 
1909,  relative  to  the  manufacture  of  a  new  steel  drum  for  boiler 
"A"  on  the  Farra^ut,  and  referring  further  to  the  fact  that  there  is 
no  suitable  material  in  the  vard  for  manufacturing  this  drum,  I 
respectfully  inquire  what  shall  be  done  in  the  premises — 

(a)  Whether  a  new  welded  drum  will  be  ordered  from  eastern 
manufacturers. 

(&)  Whether  the  necessary  material  for  making  the  drum  will  be 
ordered. 

{c)  Whether  material  on  hand  shall  be  used  in  manner  shown  on 
sketch  prepared. 

Very  respectfully, 

H.  A.  Evans  (E.), 
Naval  Constructor,  U,  S.  Navy,  Manager. 


R. 

November  5,  1909. 
Sm:  1.  Referring  to  the  retubing  of  the  boilers  of  the  U.  S.  S. 
Farragut:  It  was  originally  estimated  that  this  work  would  be  com- 
pleted within  seventy  days.     With  the  improvements  in  this  work, 
it  was  hoped  to  even  better  this  time. 
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2.  As  previously  rr^.ported  by  the  inspector  of  machinery,  a  defect 
was  found  in  the  upper  drum  of  boiler  ^'A/'  and  it  was  necessary 
to  stop  the  work  until  a  decision  could  be  obtained  from  the  inspector 
and  tne  bureau  as  to  what  should  be  done  regarding  this  defect. 
In  this  department's  letter  No.  95-E-09,  dated  October  16,  1909, 
attention  is  invited  to  this  matter.  Since  that  time  the  Bureau  of 
Steam  Engineering's  instructions  have  been  received  to  make  a 
new  drum.  No  material  is  on  hand  for  the  manufacture  of  this 
drum  as  directed  by  the  bureau.  On  November  2,  1909,  the  in- 
spector of  machinery's  attention  was  invited  to  this  fact  and  instruc- 
tions requested.  In  the  inspector's  memorandum  dated  November 
3,  he  states  that  a  request  has  been  made  on  the  general  storekeeper 
to  purchase  the  necessary  material  for  the  drum.  It  will  probably 
require  considerable  time  to  obtain  this  material.  It  will,  there- 
fore, be  impossible  under  these  conditions  to  complete  the  boUer 
work  on  this  vessel  as  originally  promised,  and  no  definite  date  of 
completion  can  be  given,  as  this  will  depend  upon  when  the  material 
is  obtained. 

Very  respectfully, 

H.  A.  Evans, 
Naval  Constructor  J  U.  S.  Navy,  Manager. 
The  Commandant, 

Navy-  Yard  and  Station,  Mare  Island^  Gal. 
(Via  Inspector  of  Machinery.) 


United  States  Navy- Yard, 
Mare  Island,  Cal,,  November  6,  1909. 

MEMORANDUM   FOR  THE   INSPECTOR   OF   MACHINERY. 

Referring  to  your  memorandum  of  November  3,  stating  that  request 
has  been  made  on  the  general  storekeeper  for  purchase  of  the  necessary 
material  for  the  manufacture  of  an  upper  drum  for  boiler  A  of  the 
Farroffut,  I  suggest  the  desirability  of  purchasing  this  drum  from 
the  Gas  Engine  and  Power  Company  and  Charles  L.  Seabury  &  Co. 
(Consolidated),  Morris  Heights,  New  York  City. 

There  is  no  doubt  that  this  company  has  on  hand  the  necessary 
material  for  the  manufacture  of  the  drum.  There  is  also  no  doubt 
in  my  mind  that  this  company  could  manufacture  the  drum  cheaper 
than  it  can  be  done  at  the  navy-yard,  and  they  have  made  a  large 
number  of  these  drums  and  have  the  necessary  appliances  and  also 
have  wide  experience.  In  view  of  these  conditions  it  seen^  probable 
that  a  drum  could  be  obtained  from  this  companv  in  very  much  less 
time  than  the  material  could  be  obtained  and  tne  drum  manufactured, 
and  that  also  it  will  be  obtained  at  less  cost  to  the  Government.  I 
therefore  suggest  that  a  telegram  be  sent  to  the  company  asking  for 
prices  and  when  delivery  could  be  made. 

Very  respectfully,  H.  A.  Evans, 

Naval  Constructor,  U.  S,  Navy,  Manager. 
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T. 

Department  op  the  Navy, 
Bureau  of  Steam  Enoineerino, 
Washington,  D,  C,  November  16,  1909. 
Sir:  1.  The  bureau  acknowledges  the  receipt  of  letter  No.  R  of  the 
6th  instant,  from  the  manlier  at  the  yard  under  your  conunand, 
forwarded  with  your  second  indorsement  No.  801^  of  the  8th  instant, 
recommending  that  the  upper  drum  required  for  boiler  *'A"  of  the 
FarramU  be  purchased  from  the  Gas  Engine  and  Power  Company 
and  Qiarles  L.  Seabury  &  Co.,  Consolidated,  Morris  Heights,  New 
York. 

2.  In  reply  to  the  above,  you  are  informed  that  the  bureau  does 
not  approve  of  this  purchase,  and  directs  that  the  drum  be  manu- 
factured, as  directed  in  bureau's  letter  No.  20389-DD  of  the  19th 
ultimo,  and  requests  to  be  informed  what  steps  have  been  taken  to 
procure  the  necessary  material  for  the  manufacture  of  this  drum. 

3.  In  this  connection  attention  is  called  to  the  fact  that  the  original 
drums  of  the  boilers  for  the  Farragut  were  not  manufactured  by  the 
Gas  Engine  and  Power  Companv  and  Charles  L.  Seabury  Co.,  Con- 
solidated, Morris  Heights,  New  York. 

Very  respectfully, 

H.  I.  Cone, 
Engineer  in  Chief,  U.  S,  Navy,  Chief  of  Bureau. 

The  Commandant, 

Navy- Yard,  Mare  Island,  Cal. 

(Fiat  lndoncm«at.] 

November  23,  1909. 

1.  Contents  noted  and  respectfully  forwarded  to  the  manager. 

2.  The  order  for  the  material  required  has  been  placed,  inspection 
to  be  made  at  place  of  manufacture,  as  the  material  could  not  be 
foimd  on  this  coast.  Delivery  in  forty-five  to  sixty  days.  Bureau 
informed. 

C.  A.  Carr, 
Commander,  V.  8.  Navy,  Inspector  of  Machinery. 


Appendix  No.  4. 

June  11,  1909. 
Sir:  1.  In  order  to  insure  the  delivery  to  the  machine  shop  of  this 
department  of  the  tiu^bine  cylinder  casings  for  the  Florida  in  suflUcient 
time  to  permit  of  their  completion' and  installation  on  board  the  ves- 
sel without  unduly  delaying  the  same  it  is  believed  to  be  necessary 
to  purchase  the  cylinder  casings  for  the  two  high-pressure  ahead  and 
the  two  low-pressure  ahead  and  astern  casing  from  outside  manu- 
facturers, ana  it  is  requested  that  a  requisition  conforming  to  the 
inclosed  specifications  may  be  approved,  this  reouisition  to  be  pro- 
prietary and  to  be  drawn  m  favor  of  the  William  Cramp  &  Sons  Ship 
and  Engine  Building  Companjr,  of  Philadelphia,  Pa.,  at  $43,700,  for 
tibe  four  cylinder  casings  mentioned. 
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2.  A  consideration  of  the  foregoing  proposition  requires  the  fol- 
lowing points  to  be  discussed: 

(1)  The  necessity  of  placing  the  contract  for  those  casings  outside. 

(2)  A  description  of  the  negotiations  undertaken  by  this  office  in 
connection  witn  this  contract. 

(3)  A  statement  of  the  reasons  for  recommending  a  proprietary 
reouisition  in  favor  of  the  Cramp  Company. 

(4)  Certain  points  in  connection  with  the  Cramp  Company's 
proposition. 

3.  Befor^ referring  to  the  reasons  for  recommending  that  certain 
cylinder  casings  be  not  made  in  the  nayy-yard  foundry  it  is  desired 
to  state  that  this  action  of  the  part  of  this  office  is  not  due  to  any 
expectation  that  the  cylinders  when  finally  received  from  the  con- 
tractors will  be  in  any  way  superior  to  the  castings  whidi  would  be 

§  reduced  by  the  yara  foundry  if  made  here,  for  tne  manufacturing 
epartment  is  of  the  opinion  that  the  quality  of  iron  castings  made 
in  the  yard  foundry  can  not  be  excelled,  nor  is  it  believed  that  a  more 
skillful  force  of  masters  and  employees  can  be  found.  The  recom- 
mendation which  will  be  made  to  place  a  portion  of  this  work  oat- 
side  of  the  yard  foundry  is  based  simply  upon  considerations  of  time 
and  the  capacity  of  the  yard  plant. 

4.  The  following  large  iron  castings  are  required  for  the  Florida^a 
turbine  engines,  viz: 

(a)  H.  r.  ahead,  2  cylinders,  4  castings. 

(b)  L.  P.  ahead  and  astern,  2  cylinders,  4  castings. 

The  above  four  cylinders  are  proposed  to  be  made  at  Cramps. 

(c)  H.  P.  cruising,  1  cylinder,  2  castings;  I.  P.  cruising,  1  cyl- 
inder, 2  castings;  H.  P.  astern,  2  cylinders,  4  castings;  total,  8 
castings,  large. 

The  above  castings  are  proposed  to  be  made  in  the  navy-yard 
foundry,  and  there  must  be  addi>d  to  this  amount  the  bearing  ends  for 
all  the  turbines  and  the  dummy  i:ings.  Our  progress,  therefore,  re- 
quires 8  lai^e  castings  for  cylinders,  16  considerable  castings  for 
bearing  ends,  and  1  lot  of  dummy  rings  to  be  cast  at  the  navy-yard 
foundry. 

5.  It  will  be  obvious  that  considerations  of  time  require  that  all 
cylinders  be  cast  and  in  shops  certainly  early  in  the  spring  of  1910, 
ii  the  lot  is  to  be  ready  to  install  withm  a  reasonable  time  from  the 
launch  of  the  ship  (April  to  May,  1910),  as  the  processes  of  machining, 
grooving,  blading^  attaching  bearing  ends,  etc.,  require  considerable 
time,  and  it  is  desirable  that  the  machinery  should  be  installed  well  in 
advance  of  the  completion  of  the  hull. 

6.  Considering  the  size  of  the  navy-yard  foundry,  and  having  due 
regard  to  other  work  for  the  Florida  and  for  the  fleet  (which  returns  in 
October),  we  may  safely  fix  the  maximum  number  of  large  castings 
which  we  can  run  at  a  time  in  the  foundry  at  2.  By  large  castings 
is  here  meant  the  cylinder  castings,  which  require  space  not  only  for 
the  molds  proper,  etc.,  but  for  cores,  etc.  As  regards  the  other  work 
for  the  Fhridaj  other  than  the  bearing  ends  and  dummy  rings  referred 
to,  we  have  to  make  erecting  bed  castings  for  setting  up  the  turbines, 
which  are  large.  There  is  not  much  other  cast-iron  work  for  the 
Florida,  but  on  the  other  hand  almost  all  of  the  large  brass  castings 
have  to  be  molded  and  poured  in  the  iron  foimdry,  owing  to  small 
floor  space  in  the  brass  loimdry — such  as  about  25  sea  chests;  mis- 
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cellaneous  large  valves;  condenser  heads;  line-shaft  bearing  bushings 
(12);  line-shaft  sleeve  casings,  etc.  The  small  brass  castings  for  the 
Fl&rida  and  small  current  work  will  practically  -fill  up  the  brass 
foundry  from  now  on. 

7.  As  regards  work  on  the  fleet,  it  is  not  possible  to  foretell  exactly 
what  the  requirements  will  be.  At  present  the  floor  of  the  foundiy 
is  very  full  of  this  work,  so  that  the  large  turbine  work  could  not  m 
carried  on  at  all.  Of  course  it  mav  happen  that  but  little  foundry 
work  will  be  required  next  fall  by  the  fleet,  but  the  probabilities  are 
that  a  certain  amount  will  come  in;  so  that  in  all  probability  2  large 
castings  simultaneously  will  represent  our  maximum  output. 

8.  The  foUowii^  statement  gives  the  order  in  which  work  will  be 
carried  on,  dates  being  fixed  with  reference  to  existing  conditions  in 
the  pattern  shop: 

(a)  H.  P.  cruising  pattern  goes  to  foundry  July  1,  1909  (bottom 
half);  poured  August  15  to  September  1,  1909. 

(b)  1.  P.  cruising  pattern,  bottom  half,  goes  to  the  foundry  August 
1,  1909;  poured  September  13  to  October.  1,  1909. 

(c)  H.  P.  cruising  pattern,  top  half,  is  bottom  half  altered.  Cafi 
get  it  to  foundry  August  15,  1909;  poured  October  1  to  15. 

id)  I.  P.  cruising  pattern,  top  half,  is  bottom  half  altered.  To 
foundry  September  15;  poured  November  1  to  13,  1909. 

(e)  First  I.  P.  astern,  bottom  half,  pattern  to  foundry  about  Sep-* 
tember  13.  Can  not  touch  until  (c)  is  finished,  say  October  1,  1909; 
pour  November  15  to  December  1,  1909. 

{f)  Second  I.  P.  astern,  bottom  half,  begin  to  mold  when  (d)  id 
finished,  say,  November  1,  1909;  pour  January  15  to  February  1, 
1910. 

(ff)  First  I.  P.  astern,  top  half,  pattern  (bottom  half  altered)  to 
foundry  when  (a)  is  finished,  say,  November  15;  pour  February  1  to 
Februaiy  15,  1910. 

(k)  Second  I.  P.  astern,  top  half.  Commence  to  mold  when  (/)  is 
finished,  sav,  January  15;  pour  March  1  to  March  15,  1910. 

9.  The  a&ove  statement  is  based  on  from  six  weeks  to  two  months 
being  required  for  molding,  but  it  will  be  noted  that  the  six  weeks' 
period  has  been  uniformly  used  in  fixing  ^the  dates  for  succeeding 
castings.  And,  while  the  six  weeks^  interval  can  possibljr  be  cut 
down  on  the  smaller  castings  (top  and  H.  P.  astern  bottom),  it  will  be 
observed  that  our  programme  allows  nothing  for  replacing  defective 
castings,  so  that  the  chances  are  that  our  last  date,  March  15,  will  be 
exceeded  rather  than  cut  down.  Obviously,  the  castings  for  the  H. 
P.  ahead  and  L.  P.  ahead  and  astern  would  run  us  into  the  fall  of 
1910,  which  is  clearly  inadmissible,  and  the  necessity  for  letting  these 
out  is  clearly  shown. 

10.  It  may  be  questioned  in  connection  with  the  above  whethei 
it  will  not  be  possible  to  run  more  than  two  large  castings  in  the  foun- 
dry simultaneously,  but  it  is  believed  that  the  statement  submitted 
accurately  represents  the  facts  in  the  case  as  regards  the  completion 
of  tli«  prc^amme.  While  it  may  at  times  be  possible  to  work  on  more 
than  two  lar^e  castings,  there  will  undoubtedly  be  other  times,  par- 
ticularly during  the  fall,  when  the  fleet  has  returned,  when  the 
chances  are  that  it  will  not  be  possible  to  carry  on  work  on  more  than 
one.  An  average  of  two  large  castings  amultancously  is.  accordingly 
regarded  as  being,  if  anything,  an  optimistic  statement  of  the  actual 
performance. 
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//.  Negotiations  relative  to  contract  proposed. 

11.  These  facts.  haTing  been  for  some  time  apparent,  the  manu- 
facturing department,  nayy-yard,  New  York,  has  been  investigating 
the  matter  or  placing  a  contract  for  procuring  four  of  the  eight  c^inder 
castings,  viz,  2  H.  P.  ahead  and  2  L.  P.  ahead  and  astern,  and  now 
reports  as  follows: 

12.  There  have  been  only  a  limited  number  of  turbine  cylinders 
made  in  this  country  of  the  Parsons  type,  viz:  The  Oovemor  Colby 
the  Old  Colony t  the  Yale  and  Harvard,  the  Chester,  and  for  a  number 
of  the  torpedo-boat  destroyers  for  the  United  States  Navy.  Of 
these,  the  Governor  Cobb  was  built  at  Bath,  and  her  cyUnder  castings 
with  all  of  the  castings  for  the  Chester  and  Bath-built  destroyers 
were  made  at  the  Builders'  Iron  Foundry,  Providence,  R.  I.;  the 
Yale  and  Hansard  were  built  by  Fletcher,  New  York,  which  &m  is 
understood,  however,  to  be  not  eouipped  for  handling  such  large 
cylinder  castings  as  we  reauire.  There  remains  the  Old  Colony, 
built  at  Cramps,  Philadelphia,  which  make  their  own  cylinders, 
and  who  also  have  made  a  number  of  cylinders  for  the  New  York 
Shipbuilding  Company. 

13.  Of  these,  if  we  limit  ourselves  to  firms  having  had  experience, 
we  are  confined  practically  to  the  Builders'  Iron  Foundry  at  Provi- 
dence and  Cramps,  and  since  those  castings  are  perhaps  the  most 
difficult  sort  of  iron  founders'  work  it  appears  evicfent  that  we  must 
so  confine  ourselves,  since  considerations  of  time  require  the  contract 
to  ^o  to  a  firm  where  previous  experience  will  be  some  guarantv  of 
satisfactory  and  successful  deliveries.  Probably  the  cost  will  be 
greater  than  would  be  the  case  if  a  requisition  for  the  work  were 
advertised  and  the  work  let  to  a  firm  not  knowing  the  difficulties 
of  the  work.  But  we  may  instance  as  to  the  undesirabiUty  of  doing 
80  the  fact  that  this  course  was  followed  bv  the  New  York  Shipbuild- 
ing Company  in  the  case  of  their  first  turoine  destroyer,  the  Preston, 
this  order  having  first  been  placed  with  a  firm  lacking  experience,  and 
who  had  a  large  number  of  cylinders,  understood  to  be  over  thirty,  re- 

i'ected.  The  order  was  finally  canceled  and  placed  with  Cramps. 
!t  must  be  borne  in  mind,  moreover,  that  these  castings  were  rela- 
tively small  and  that  we  heed  larger  ones  than  have  ever  been  made 
in  tliis  country,  so  that  it  wiU  be  obvious  that  we  6an  not  have  too 
experienced  a  firm  to  do  the  work. 

14.  From  the  considerations  outlined  above  inquiries  were  hmited 
to  the  William  Cramp  &  Sons  Ship  and  Engine  Building  Company  and 
to  the  Builders'  Iron  Foundry,  of  Providence,  R.  I.  An  additional 
inauiry  was,  however,  addressed  to  the  Bethlehem  Steel  Company  in 
order  to  ascertain  what  price  could  be  expected  from  a  firm  of  lai^e 
engineering  experience,  out  no  experience  in  the  particular  line  of 
work  involved. 

15.  The  following  quotations  were  received: 

Cylinders  in  2  pieces: 

(a)  Builders'  Iron  Foundry,  .066;  delivery  July  1,  1910;  $1,000  for  pattaniB. 
lb)  Bethlehem  Steel  Company,  .0775;  satisfactory  deliveries. 

(c)  Wm.  Cramp  &  Sons  Ship  and  Engine  Building  Company,  .075;  good  deliveries, 

but  accept  no  responsibility. 

(d)  Cvlinders  in  four  pieces,  rough  machined. 

Two  low-pressure  ahead  and  aatem,  $12,450~$24.900;    two  high-presBore 
ahead,  i9,400-~|18,800;  16.2  cents  a  pound  approximately;  gooddeliveriefi. 
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(e)  Cylinder  castizigs,  4  pieces,  at  6^  cents. 

Add>twnotmci«ded{^-{'jlYrrr::;:::::::::::::::::::_^ 

Total 6,800 

Good  deliveries. 
(/)  Cramps'  ealimate  for  finishing  and  grooving: 
Two  high  pressure,  at  $1,825—13,650. 
Two  low  pressure,  at  |2,772 — $5,252.    Not  wanted  by  ua. 

16.  As  regards  the  above  quotations: 

(a)  Contract  can  not  be  let  to  Builders'  Iron  Foundry:  First,  as 
date  of  delivery  is  whoDy  unsatisfactory;  second,  because  these 
people  are  making  the  castings  for  the  Utah,  and  are  not  making 
satisfactory  progress  even  for  that  ship.  The  New  York  Shipbuilding 
Company  are  negotiating  with  Cramps'  for  a  contract  and  will  proln 
ably  take  the  work  away  from  the  Builders'  Iron  Foundry  in  any 
event. 

(6)  The  Bethlehem  Steel  Company  has  had  no  experience,  but  was 
asked  for  proposition  in  order  to  get  a  line  on  prices  which  might  be 
expected  from  a  well-equipped,  if  inexperienced,  firm.  Evidently 
they  recomize  the  difficulties,  as  their  bid  of  0.0775  cents  per  pound 
is  mgh.  They,  however,  are  high  bidders,  and  so  require  no  further 
consideration. 

(c)  The  Cramp  Company  bid  on  cylinders  in  two  halves,  top  and 
bottom.  They  claim  that  making  them  this  way  is  not  good  enri- 
neerin^  practice,  owing  to  having  to  mold  them  in  the  fiat  and  the 
impossibility  of  being  assured  of  clean  work.  They  will  accept  a 
contract,  but  at  a  very  high  price  (0.073  cents  per  pound),  but  will 
not  be  responsible  for  defective  castings.  Evidently  unsatisfactory, 
as  we  might  have  to  pay  full  price  for  defective  work. 

///.  Reasons  for  award  to  Cramps. 

id)  The  Cramp  Company  bid  on  cylinders  rough  machined,  but 
made  in  four  pieces.  This  is  the  proposition  recommended  for  ac- 
ceptance and  covered  by  the  specifications  referred  to  in  the  first 
paragraph  of  this  letter.  The  proposition,  amounting  to  $43,700  in 
all,  is  believed  to  be  a  very  reasonable  one,  and,  moreover,  possesses 
the  advantage  of  being  in  a  form  which  will  insure  our  receiving 
sound  castings  when  the  shipment  of  the  same  has  been  made,  it 
beinff,  in  the  opinion  of  tins  office,  obviously  desirable  that  the 
rougn  machine  work  on  such  large  castings  should  be  done  in  the 
vicinity  of  the  foundry.  Moreover,  our  own  machine  shop  will  be 
relieved  of  considerable  work  which  would  tend  to  delay  the  com- 

Eletion  of  the  machining  as  a  whole,  as  the  machine  shop  will  be  very 
usy  with  the  four  cylinders  cast  at  this  yard  at  the  time  the  cylin- 
ders to  be  made  by  contract  will  be  deUvered. 

(e)  Cramp's  alternate  bid:  For  rough  castings  made  in  four  pieces 
to  a  cylinder  at  6^  cents  for  castings,  plus  $6,800  for  pattern  work. 
This  is  practically  the  low  bid,  as  it  works  out  to — 

313,920  pounds,  at  6.6  cents $20,404.80 

Pattern 6,800.00 

27,204.80 
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Comparing  this  with  aggregate  price  on  rough  machine4  work  (d), 
which  includes  a  large  quantity  ol  stays,  testing,  annealing,  etc.,  we 
have — 

Total  coBt  of  (rf) $43,700.00 

Cost  of  pattenifl  and  castings  alone  without  machining ., 27, 204. 80 

The  difference  gives  the  coet  of  machinini^,  awembling,  and  testinir.  as  per 
Bpecificationp: 

Four  cylinders 16, 495.  20 

One  cylinder 4,123.80 

which  is  not  excessive. 

(f)  Bid  (f)  for  smooth  boring  and  grooving  ia  not  favored  for  ac- 
ceptance, as  it  is  desirable  to  do  this  work  at  the  navy-yard  here. 

/  F.  Certain  points  in  connection  vntk  the  Cramp  Company's  proposition. 

17.  It  will  be  observed  from  the  inclosed  specifications  that  the  pro- 
jected  contract  with  the  Cramp  Company  nas  been  drawn  so  as  to 
allow  the  turbine  cylinders  to  be  east  m  four  parts  instead  of  two,  as 
called  for  on  tlie  plans  as  now  approved.  The  proposition  covers  the 
casting  of  the  cylinders  with  the  top  and  bottom  halves  divided  into 
two  parts  across  the  axis,  these  two  parts  being  fitted  up  with  a  per- 
manent joint.  It  may  be  said  in  connection  with  this  proposition 
that  the  same  is  merely  a  reversion  to  the  type  of  cylinder  cover  for- 
merly used  on  all  turbine  cylinders  of  considerable  size,  the  practice 
of  casting  such  large  cylinders  in  two  pieces  having  only  been  insti- 
tuted abroad  at  a  very  recent  date. 

18.  Of  course,  casting  the  cylinders  in  two  pieces  possesses  the 
advantage  of  eliminating  a  certain  amount  of  weight  which  must  be 
put  into  the  flanges  if  they  are  made  in  four  pieces,  and  the  machine 
work  of  making  up  the  extra  joints  is  a  considerable  item  which  it  is, 
moreover,  desirable  to  eliminate.  This  latter  aspect  of  the  case, 
however,  has  no  bearing  upon  the  present  discussion,  since  the  making 
up  of  the  extra  joints  is  included  in  the  cost  stated. 

19.  It  will  be  noteil  from  the  tenders  of  the  Cramp  Company  that 
this  firm  is  most  unwilling  to  undertake  making  the  cylinders  m  two 
pieces,  and  I  have  it  on  very  good  authority  that  they  originaUy 
refused  a  contract  with  the  New  York  Shipbuilding  Coinpany  for 
making  the  cylinders  of  the  Utah  in  two  pieces.  The  Cramp  Company 
state  that  they  consider  making  the  castings  in  four  pieces  to  be  very 
much  better  practice,  since  this  procedure  enables  the  castings  to  oe 
poured  on  end  with  good  risers,  so  that  the  chances  of  dirty  castings 
are  largely  eliminated,  and  the  work  can  be  proceeded  with  with  ce^r- 
tainty.  A  further  advantage  is  also  gained  m  that  with  this  practice 
it  is  possible  to  mold  both  the  top  and  bottom  halves  of  each  end 
simultaneously  and  to  pour  them  irom  the  same  heat.  This  insures 
having  exactly  the  same  character  of  metal  around  the  circumference 
of  the  bore,  which  would  tend  to  increase  the  accuracy  of  the  machine 
work.  I  may  say  in  tliis  connection,  however,  that  as  cast  iron  of  a 
given  mix  can  be  relied  on  to  be  almost  absolutely  uniform,  I  do  not 
consider  that  the  same  has  much  wcicrht. 

20.  As  regards  the  actual  facts  in  relation  to  the  practice  of  casting 
cylinders  in  two  or  four  parts,  the  following  information  is  submitted 
in  connection  with  turbine  casing  castings  m  this  country,  viz: 
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8.  8.  Chvemor  Cobb:  The  only  cylinder  of  considerable  inze  on  this  vessel  is  the 
low  pressure  and  this  is  in  four  pieces,  according  to  the  best  information  available 
here. 

8.  S.  Old  Colony:  All  of  her  large  cylinder  castiugs  are  in  four  pieces. 

8.  8.  Chester:  The  high  pressure  and  low  preseure  cylinders  are  in  four  pieces. 

8.  8,  Yale  and  Harvard:  The  high  pressure  and  low  pressure  cylinders  are  in  four 
pieces. 

21.  Since  the  hi^h  pressure  ahead  and  the  low  pressure  ahead  and 
astern  cylmder  castings  for  the  Florida  are  very  mu^  larger  than  any  of 
the  castings  mentioned  in  the  preceding  paragraph,  the  attitude  of  the 
Cramp  Company  in  reference  to  castmg  them  in  four  pieces  can  be 
readily  understood  and  the  propriety  of  authorizing  this  change  in 
the  plans  would  appear  to  oe  obvious.  Indeed,  it  may  be  found 
from  experience  at  this  navy-yard  that  the  cylinder  castings  to  be 
made  here  are  too  large  to  be  poured  successfully  in  two  pieces, 
although  the  present  intention  is  to  make  the  attempt  to  do  so.  And 
in  tliis  event,  authority  will  be  requested  to  make  them  in  four 
pieces,  as  has  been  described  above. 

22.  As  regards  the  details  of  the  joint  proposed  in  connection  with 
the  higli  pressure  ahead  and  low  pressure  ahead  and  a  tern  cylinders, 
this  will  be  worked  up  and  submitted  in  due  course.  The  details  will, 
however,  not  differ  substantially  from  the  outline  arrangement 
sketch  upon  the  blueprints  of  the  cylinder  castings  left  with  the  Chief 
of  the  Bureau  of  Steam  Engineering  at  liis  request. 

23.  We  may  summarize  the  whole  situation  in  reference  to  the 
turbine  cylinder  castings  under  discussion  as  follows: 

In  the  preceding  paragraphs  will  be  found  a  detailed  statement  as 
to  the  reasons  for  which  this  office  desires  to  place  a  proprietary 
requisition  with  the  Cramp  Company  for  four  of  the  eight  cylinder 
castings  for  the  Florida,  The  necessity  for  this  action  has,  it  is 
believed,  been  clearly  stated,  together  with  the  advanta^s  which  will 
follow  from  the  course  recommended.  As  regards  the  disadvantages, 
it  maj  be  stated  that  practically  they  consist  only  in  the  fact  that  a 
certain  amount  of  work  which  would  otherwise  be  available  for  the 
yard  employees  is  placed  elsewhere.  Since,  however,  this  course  is 
necessary  owing  to  the  considerations  of  time,  the  interest  of  the 
Government  would  appear  to  require  that  the  interest  of  the  employees 
suffer  to  this  extent.  It  may  also  be  cited  against  the  proposition 
that  in  view  of  the  fact  that  the  vessel  is  being  constructeu  at  the 
navy-yard,  all  work  which  it  is  possible  to  do  at  the  navy-yard, 
should  be  taken  in  hand  there  and  not  placed  by  contract.  This 
latter  objection  would  appear  to  have  but  little  weight,  since  the 
amount  of  work  which  a  snipbuilding  company  performs  in  building 
a  ship  is  largely  regulated  by  the  capacity  of  its  plant  and  the  other 
work  on  hand.  In  the  case  of  the  English  Government  it  is  well 
known  that  the  doclcyards  never  build  the  engines  of  a  ship  under 
construction,  and  it  is  believed  to  be  also  the  case  with  such  specialized 
work  as  turrets,  etc.,  that  these  are  not  undertaken.  As  regards 
private  shipbuilding  companies,  instances  can  be  found  where  prac- 
tically all  of  the  incidental  work  on  a  ship  is  done  at  the  builders' 
Elant,  such  as  Vickers,  Maxim  &  Co.,  and  Armstrong,  Whitworth  &  Co. 
>ther  instances,  such  as  the  New  York  Shipbuilding  Company,  may  be 
cited  in  which  a  very  httle  of  such  work  is  done,  this  latter  company, 
as  a  matter  of  fact,  having  no  foundry  whatever^  so  that  a  very  large 
amount  of  incidental  work  has  to  be  placed  outside. 
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24.  Finally,  I  b^g  leave  to  inform  the  bureau  that  action  upon  the 
proposition  submitted  is  a  matter  of  extreme  urgency.  It  has  been 
shown  in  the  preceding  paragraphs  that  if  the  contract  is  to  be  made 
with  an  experienced  m-m  for  the  four  cylinders  in  question,  we  are 
practically  limited  to  a  contract  with  the  William  Cramp  &  Sons  Ship 
and  Engine  Building  Company,  since  this  firm  is  the  only  one  whicn 
has  had  experience  m  this  class  of  work  and  which  seems  to  be  in  a 
position  to  make  satisfactory  deliveries.  I  beg  leave  to  say  in  con- 
nection with  the  matter  of  urgency  that  we  understand  from  the 
Cramp  Comuany  that  they  are  considering  a  proposition  from  the 
New  York  Shipbuilding  Company  to  make  the  cylinder  casings  for 
the  Utah,  the  New  York  Shipbuilding  Company  being  dissatisfied 
with  the  progress  being  made  on  their  cylinders  by  the  Builders'  Iron 
Foundry,  of  Providence.  The  Cramp  Company  also  state  that  they 
are  willmg  to  withhold  action  upon  the  New  York  Shipbuilding  Com- 
pany proposition  pending  a  decision  by  the  bureau  as  to  the  work  on 
the  Florvda,  but  that  such  action  on  their  part  can  not  be  for  an 
extended  period,  and,  further,  that  if  they  accept  the  New  York 
Shipbuilding  Company  work  they  will  be  unable  to  accept  ours. 
The  whole  matter  therefore  resolves  itself  into  the  fact  tnat  the 
Government  has  at  the  present  time  an  opportunity  to  close  with  an 
offer  which  will  insure  tne  satisfactory  completion  of  the  casings  for 
the  en^nes  of  the  Florida,  and  that  this  opportunity  should  not  in 
the  opinion  of  this  office  be  allowed  to  pass,  as  it  can  not  be  again 
secured. 

25.  I  therefore  urgently  recommend  early  and  favorable  action 
and  beg  leave  to  inform  the  bureau  that  I  hereby  specifically  disclaim 
any  responsibility  for  the  satisfactory  completion  of  the  machinery 
of  the  Florida  in  time  to  avoid  delaying  the  completion  of  the  ship, 
unless  the  above  recommendation  is  approved,  and  I  invite  the 
bureau's  attention  to  the  Bureau  of  Construction  and  Repair's  letter 
No.  23316-El,  of  December  30,  1908,  fixing  the  period  tor  the  con- 
struction of  this  ship  at  thirty-two  months  from  November  24, 1908. 

26.  In  further  reference  to  this  subject,  I  inclose  herewith  a  memo- 
randum from  Commander  R.  B.  Iliggins,  U.  S.  Navy,  who  is  in  charge 
of  the  pattern  shop  and  foundry  of  this  department.  This  officer 
approadies  the  proposition  from  a  slightly  different  view  and  states 
that  it  will  be  possible  to  complete  all  of  the  eight  cylinders  for  the 
Florida  by  September  1,  1910,  provided  no  unforeseen  delays,  loss  of 
castings,  or  curtailment  of  necessary  labor  are  experienced.  Aside 
from  tlie  fact  that  September  1,  1910,  is  not  a  satisfactory  date  for 
dehvery ,  it  is  manifestly  impossible  to  undertake  a  programme  depend- 
ing for  its  success  upon  no  unforeseen  or  unfavorable  circumstances. 

27.  Requisition  embodying  the  specifications  referred  to  above 
will  be  submitted  through  tne  general  storekeeper  at  a  very  early 
date.  I  beg  leave  to  call  attention  to  the  fact  that  this  requisition 
is  based  upon  delivery  f.  o.  b.  works  of  the  contractors,  this  being 
necessary  in  this  instance  owing  to  tlie  fact  that  the  contractors 
were  not  able  to  secure  quotations  on  freight  in  time.  I  am  assured 
by  the  general  storekeeper  at  this  yard  that  there  wiU  be  no  trouble 
in  arranging  for  transportation  of  this  material  if  delivered  f.  o.  b. 
works  of  the  makers,  and  as  the  contractors'  quotation  would  have 
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been  increased  by  the  necessary  freight  had  the  specifications  covered 
delivery  at  this  navr-yard  the  cost  will  not  be  increased. 
Very  respectfully, 

W.  J.  BaxteB; 
Naval  Constructor  J  U.  S.  Navy, 
Manager  Manufacturing  Department. 

The  Chief  of  Bitieau  of  Steam  Engineeeing. 
(Via  Inspector  of  Machinery.) 


Appendix  No.  5. 

ANALYSIS  OF  EXPENDITUBES  ON  BUTTS  FOB  BIFLE  BANGE,  NAVT-TABD 

PHILADELPHIA. 

Januaby  22,  1910. 
On  page  19  of  the  congressional  publication  entitled  "Hearings  on 
the  Proposed  Reorganization  of  tne  Navy  Department  before  the 
Committee  on  Naval  Affairs,"  under  date  of  Thursday,  December  16, 
1909,  the  Secretary  of  the  Navy  is  quoted  as  follows: 

Take,  for  instance,  at  League  Island;  the  civil  en^eer  became  an  inspector,  and 
there  were  some  rifle  butts  to  be  built,  and  the  first  nfie  butt  built  by  the  constructor 
cost  nearly  |15,000.  The  civil  engineer  called  attention  to  it,  and  they  asked  for  bids 
for  the  other  butts,  and  the  bids  varied  from  $24 ,000  to  $16 , 890 .  The  civil  engineer  {;ot 
permission  to  put  in  his  bid,  too,  and  his  bid  was  |9,339.  He  told  me  that  he  was  gomg 
to  build  two  butts  for  what  the  constructor  had  built  one,  and  I  went  down  personally 
and  inspected  those  rifle  butts,  and  these  two,  which  are  almost  completed,  are  farther 
out  on  the  point.  He  had  to  construct  a  track  to  get  to  them  and  the  foundation  is 
mud  and  has  not  the  stability  of  soil  which  the  other  had.  They  are  almost  completed 
and  there  is  every  indication  that  he  will  build  two  for  less  than  what  one  haa  cost. 
That  merely  demonstrates  that  a  man  who  has  had  training  for  certain  work  can  do  it 
cheaper  than  a  man  who  has  not  been  trained  for  it .  Leaving  out  materials,  and  taking 
for  direct  comparison  the  actual  cost  per  linear  foot  of  this  work,  it  appears  that  for 
identical  work  the  cost  when  done  by  the  naval  constructor  was  $68.38  per  foot,  while 
the  civil  engineer's  work  cost  $27.04  per  foot. 

The  work  on  the  rifle  range  was  done  under  the  direction  of  the 
Bureau  of  Navigation,  and  consisted  of  building  three  butts  and  a 
markers'  gallery,  of  concrete.  It  is  to  be  noted  that  the  work  did  not, 
as  might  be  inferred  from  the  above  testimony,  consist  of  twp  separate 
and  independent  jobs,  one  job  of  one  butt  built  by  the  constructor, 
and  another  job  of  two  butts  built  by  the  civil  engineer,  but  consisted 
of  one  smgle  and  continuous  job  of  three  butts  and  a  gallery,  begun 
and  carried  on  by  the  constructor  (while  acting  as  manager)  between 
February  1, 1909,  and  June  30, 1909,  and  finished  by  the  civU  engineer 
after  June  30,  1909. 

The  butts  were  for  200,  300,  and  600  yard  range,  respectively,  the 
600-yard  butt  having  in  front  of  it  a  markers'  gallery.  Each  butt 
consisted  essentially  of  a  flat  slab  of  concrete  about  90  feet  long  and 
about  46  feet  wide,  one  edge  of  the  long  dimension  being  set  level 
with  the  ground,  and  the  other  edge  being  up  in  the  air,  supported  by 
concrete  columns  and  girders,  so  that  the  entire  slab  stood  at  an 
angle  of  about  45  degrees  with  the  ground.  The  large  slab  of  each 
butt,  however,  did  not  consist  of  a  single  piece  but  of  a  number  of 
separate  slabs,  each  about  4  feet  wide  oy  about  12  feet  long.  The 
markers'  gallery  waS;  in  a  general  way,  similar  to  the  butts,  but  much 
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smaller,  the  width  of  its  entire  slab  being  only  alx)ut  10  feet.  Each 
of  these  butts  and  the  gallery  rested  on  a  substructure  of  piling  and 
concrete.  In  order  to  build  these  concrete  structures,  it  was  neces- 
sary to  erect  and  build  in  place  wooden  forms  for  casting  each  of  the 
concrete  columns  and  girders,  while  the  separate  small  concrete  slabs 
were  each  cast  in  a  separate  wooden  form  laid  on  the  groimd,  the 
finished  slabs  being  then  hoisted  into  place  and  secured  in  position  on 
the  girders.  The  Dutts  being  located  about  a  mile  from  the  center 
of  the  yard,  it  was  necessary  to  extend  the  railway  track  in  order  to 
transport  the  material,  and  also  to  bring  to  the  sites  the  locomotive 
crane  for  lifting  and  handling  the  slabs  and  other  material. 

Prior  to  the  reorganization  of  February  1,  1909,  the  civil  engineer 
had  submitted  an  estimate  of  SI 5,000  for  building  these  butte  and 
gallery;  and  he  had  been  duly  authorized  to  proceed  with  the  work. 
During  that  time  (prior  to  February  1,  1909)  there  was  expended 
$362.89  for  labor  for  drawings,  survevs,  and  other  preliminary  work. 
This  expenditure  is  properly  cnargeable  to  the  whole  job,  and  not  to 
any  particular  portion  of  it;  but  as  it  is  presumably  not  included  in 
the  figures  presented  by  the  Secretary  and  does  not  in  any  way 
affect  relative  cost,  it  need  not  be  further  considered. 

On  February  1,  1909,  the  work  was,  under  the  reorganization 
scheme,  transferred  to  the  manager.  Shortly  after  that  date  the 
manager  began  the  actual  work,  and  continued  the  same  until  June 
30,  1909,  the  end  of  the  fiscal  year,  at  which  time  there  had  been 
expended  by  the  manager  $9,423.06  for  labor  and  $5,048.72  for  mate- 
rial, making  a  total  of  $14,471.78.  At  this  time  (June  30,  1909)  the 
200-yard  butt  was  completed.  The  piles  had  been  driven  for  the  300 
and  600  yard  butts  and  for  the  gallery.  The  concrete  substructure 
work  of  the  300-yard  butt  had  been  completed,  and  the  wooden  forms 
for  one-half  of  the  columns  and  girders  of  that  butt  had  been  erected 
in  place.  Wooden  forms  for  concrete  work  had  been  made  which 
were  available  for  the  300  and  600  yard  butts.  About  three-fourths 
of  the  material  for  the  entire  job  had  also  been  purchased  and  paid 
for.     The  track  had  been  extended  to  the  200  and  300  yard  butts. 

On  May  1,  1909,  the  manager,  reaUzing  that  the  civil  engineer's 
original  estimate  of  $15,000  for  the  entire  job  had  been  too  small, 
addressed  a  letter  to  the  commandant  stating  that,  in  his  opinion,  an 
additional  sum  of  $7,500  would  be  necessary;  and  two  aays  later 
this  additional  $7,500  was  allotted  by  the  Bureau  of  Navigation.  The 
manager  subsequently  becoming  convinced  that  it  would  be  more 
economical  to  carry  on  the  work  more  slowly  than  would  be  possible 
if  the  entire  work  were  to  be  finished  by  the  end  of  the  fiscal  year, 
suggested  that  this  additional  allotment  of  $7,500  be  canceled,  as  it 
would  be  more  desirable  to  have  this  sum  allotted  after  the  beginning 
of  the  new  fiscal  year,  and  the  Bureau  of  Navigation  accordin^y  can- 
celed that  allotment.  In  making  his  estimate  of  $7,500  the  manager 
omitted  to  include  in  that  estimate  the  cost  of  certain  material,  and 
on  June  11  he  officiallv  invited  attention  to  this  omission,  although, 
as  it  had  by  that  time  been  determined  to  do  the  balance  of  this  work 
by  contract,  he  did  not,  in  his  indorsement,  state  the  exact  cost  of 
material  so  omitted.  The  actual  cost  of  this  material  amounted  to 
$1,785.81,  from  which  it  follows  that  the  manager's  corrected  estimate 
for  completing  that  portion  of  the  work  which  was  not  completed  by 
Jxme  30  would  be  $9,285.81. 
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By  order  of  the  department,  bids  were  thereupon  invited  from  out- 
side contractors  to  finish  these  butts.  These  bids  were  so  high,  how- 
ever (ranging  from  $16,890  to  $24,000),  that  the  civil  engineer  wag 
invited  to  submit  further  estimates  to  finish  the  work  with  the  ^ard 
force  under  his  supervision;  and  on  August  26,  1909,  he  submitted 
his  estimate  of  $9,339.51  for  so  completing  the  work.  Attention  is 
invited  to  the  fact  that  the  civil  engineer's  estimate  of  $9,339.51,  as 
well  as  the  manager's  estimate  of  $9,285.81,  were  not  estimates  for 
building  complete  two  butts  and  a  gallery,  but  were  simply  for  com- 
pleting that  portion  of  the  entire  work  on  these  two  butts  and  mark- 
ers' gallery  tnat  on  June  30  still  remained  to  be  done.  This  is  an 
important  point,  and  must  not  be  lost  sight  of. 

Having  thus  received  the  estiinate  of  both  manager  and  civil 
engineer,  the  department  took  the  completion  of  the  work  out  of  the 
manager's  hands  and  turned  it  over  to  the  civil  engineer  on  the  basis 
of  his  estimate  of  $9,339.51.  The  civil  engineer  thereupon  took  over 
the  job  as  it  then  stood;  and  his  expenditure  from  July  1,  1909,  to 
January  13,  1910,  was  as  follows: 

Direct  labor $5,673.76 

Indirect  chargee 1, 363. 99 

Material 1,807.71 

Total 8,835.46 

The  expenditures  above  shown  cover  the  cost  of  the  civil  engineer's 
work  to  January  13,  1910.  The  condition  of  the  work  on  that  date 
was  such  that  it  is  estimated  that  it  would  probably  cost  about 
$250  to  finish  the  job.  There  should,  therefore,  be  added  to  the 
expenditures  of  the  civil  engineer  the  sum  of  $250,  thus  mt^ng  his 
probable  total  expenditures  $9,085.46. 

From  the  figures  above  given,  and  basing  a  comparison  on  the 
erroneous  impression  that  the  manager  had  built  only  one  butt, 
while  the  civU  engineer  had  built  two  butts  and  a  gallery,  the  infer- 
ence would  naturally  be  drawn  that  the  manager  had  built  one  butt 
at  a  cost  of  $14,471.78,  while  the  civil  engineer  had  built  two  butts 
and  the  markers'  gallerv  for  $9,085.46;  and  from  these  figures  the 
conclusion  would  naturally  be  drawn  that  the  civil  engineer  nad  done 
his  work  much  more  cheaply  than  the  manager. 

But  both  inference  and  conclusion  are  incorrect;  and  this  for  the 
two  following  reasons: 

(a)  The  respective  costs  do  not  represent  one  butt  for  the  manager 
and  two  butts  and  the  gallery  for  the  civil  engineer,  as  the  manager's 
expenditures  cover  much  more  than  the  erection  of  one  butt,  and  the 
civil  engineer's  expenditures  cover  much  less  than  the  erection  of  the 
two  butts  and  the  gallery.  This  is  due  to  the  facts  that  the  manager 
paid  for  about  three-fourths  of  the  material  for  all  three  butts  and 
gallerv,  and  also  paid  the  greater  portion  of  the  general  expenditures 
for  laoor  on  the  whole  job. 

(b)  That  in  any  work  consisting  of  the  successive  manufacture  of  a 
number  of  similar  items,  especialfy  if  the  work  is  of  an  unusual  type, 
the  first  item  legitimately  costs  more  than  the  subsequent  items. 

These  two  pomts  will  now  be  explained  in  detail.  In  the  first  place, 
while  about  three-fourths  of  the  total  material  for  the  entire  job  was 
paid  for  by  the  inanager,  and  while  thus  for  a  comparison  of  total 
costs  this  material  cost  must  be  properly  adjusted  between  the  two 
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sets  of  expenditures,  yet  as  for  the  present  the  cost  of  labor  is  the 
only  question  at  issue,  it  is  desirable  for  present  purposes  of  com- 
parison to  deduct  from  both  sets  of  figures  the  cost  of  material. 

Making  this  deduction,  the  records  show  the  labor  charges  to  have 
been  asK>llow8: 


'  Manager. 


Civfl 


t 


TotaL 


A.  Blacksmiths,  tool  dressers,  machinists,  pipe  fitters,  plumbers,  ship- 

Utters 

B.  Joiners,  shipwrights,  fasteners.  Joiners'  and  shipwrights'  helpers,  saw- 

y  ers,  millmen 

C.  Engine  tenders  and  firemen 

D.  Whiribullders 

B.  Laborers  and  teamsters 

F.  Estimated  direct  labor  to  complete 


Total  direct  labor 

0.  Bublnspector,  dvU  engineer  aid,  draftsmen,  foremen,  quarterraen  and 

leadingmen , 

H.  Indirect  charKCS  to  January  13, 1910 

1.  Estimated  Indirect  charges  to  complete , 


Grand  total. 


$237.03 

209.18 

776.06 

3,136.90 

3,960.91 


S84.M 

22.46 

347.31 

2,109.93 

3,109.43 

200.00 


tS2L87 

23L64 
1,123.» 
ft,  245. 82 

7,079.34 
200.00 


8,827.07 
1,095.99 


9.423.06 


6,873.70 


1,353.99 
60.00 


14,300.83 

1,00SlO9 

1,353.99 

50.00 


7,277.75 


16,700.81 


It  will  be  noted  that,  in  the  above  summary,  the  chams  under 
item  G  appear  only  in  the  expenditures  of  the  manager,  while  those 
under  items  H  and  I  appear  only  in  those  of  the  civil  engineer.  This 
is  due  to  the  fact  that  the  manager's  expenditures  were  all  incurred 
before  July  1,  1909,  and  the  civil  engineer's  all  after  that  date.  But 
on  July  1,  1909,  a  new  system  of  accounting  went  into  effect,  by  order 
of  the  department.  Previous  to  that  date,  all  such  services  as  those 
under  item  G  were  charged  direct  to  each  job;  but  after  that  date, 
such  expenditures  were  not  charged  direct  to  any  job,  but  they 
(together  with  some  others)  were  charged  to  a  general  account  of 
indirect  charges,  and  the  whole  sum  of  such  indirect  charges  was 
subsequentlv  prorated  equitably  amon^  all  the  jobs  of  worx  goin^ 
on  during  the  period  covered.  As  the  charges  including  items  H  and 
I  take  in  more  than  merely  those  covered  under  G,  the  fairest  way  to 
compare  costs  of  direct  labor  is  to  omit  entirely  the  indirect  costs 
covered  by  G,  H,  and  I  from  the  comparison.  Such  omission  gives 
the  direct  labor  expenditure  of  the  manager  as  $8,327.07  and  that  of 
the  civil  engineer  $5,873.76. 

But  the  manager's  expenditures  cover  considerable  items  that  do 
not  belong  to  the  first  butt  alone,  but  more  or  less  to  the  whole  job, 
and  in  order  to  show  what  the  first  butt  actually  cost,  the  excess  of 
all  such  general  charges  incurred  by  the  manager  over  and  above 
the  proportionate  share  properly  belonging  to  the  first  butt  must  be 
deducted  from  the  expenditure  of  the  maiiager  and  added  to  that  of 
the  civil  engineer.  It  is  to  be  understood  that  these  amounts  can 
not  be  determined  exactly.  All  the  work  on  this  job  done  by  the 
manager  was  inaugurated  and  carried  on  on  the  supposition  that  he 
was  to  completely  finish  the  entire  job  of  three  butts  and  a  gallery; 
and  as  under  these  circumstances  there  was  no  object  in  incurring 
unnecessarv  bookkeeping  by  keeping  separate  accounts  of  different 
portions  of  the  job,  all  the  labor  costs  were  charged  to  a  single  job 
order;  so  that  from  the  general  records  it  is  impossible  to  obtain 
definitely  the  cost  of  any  particular  part  of  the  whole  job.  But  a 
careful  study  has  been  made  of  the  detailed  charges,  by  trades  and 
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b^  months;  and  from  a  knowledge  of  the  particular  work  that  cer- 
tain classes  of  men  did  and  of  the  time  when  such  work  was  done  it 
is  possible  to  arrive  at  certain  results  which,  while  not  pretending 
to  be  exact,  are  yet  believed  to  be  sufficiently  near  the  truth  to 
afford  a  reasonably  fair  means  of  comparison  on  the  larger  and  more 
important  of  the  questions  involved. 

Taking  up,  then,  the  matter  of  such  general  items,  a  railroad  track 
had  to  te  built  extending  the  railwav  system  of  the  yard  to  all  three 
butts.  The  extension  to  the  200  and  300  yard  butts  was  built  by  the 
manager  at  a  labor  cost  of  $356.27.  The  farther  extension  to  the  600- 
yard  butt  was  built  by  the  civil  engineer  at  a  labor  cost  of  $493.58, 
making  a  total  of  $849.85.  The  proper  basis  of  adjustment  is  to 
divide  the  total  cost  of  these  railway  extensions  proportionately 
among  the  several  butts  and  gallery. 

The  piles  were  not  delivered  at  the  site  of  the  various  butts,  but 
had  to  DC  hauled  from  the  place  of  delivery  to  those  sites.  This  work 
cost  about  $300;  it  was  paid  for  by  the  manager.  As  it  covered  all 
the  piles  for  the  entire  joD,  it  must  be  proportionately  divided. 

Tne  next  of  the  general  items  is  the  cost  of  driving  piles.  There 
were  226  piles  to  be  driven  for  all  three  butts  and  the  gallery;  they 
were  all  dnven  by  the  manager,  at  a  labor  cost  of  $5.50  per  pile,  making 
a  total  of  $1,243.  This  cost  must  be  divided  proportionately  among 
the  whole  job. 

Taking  up  on  the  summary  of  labor  charges  the  first  item  A,  consist- 
ing of  blacKsmiths,  tool  dressers,  machinists,  pipe  fitters,  plumbers, 
and  ship  fitters,  these  men  did  such  work  as  cutting  off  and  shaping 
tie  rods,  sharpening  picks,  connecting  pipe  lines  to  supply  water,  ge^ 
ting  up  concrete  mixers,  and  other  work  of  absolutely  general  service 
over  the  entire  job  of  three  butts  and  gallery.  The  expenditure  under 
the  manager  was  $237.03  and  imder  tne  civil  engineer  $84.64,  making 
a  total  of  $321.67.  This  amoimt  must  be  proportionately  divided 
among  the  whole  job. 

Item  B  consists  of  joiners,  shipwrights,  and  allied  trades,  whose 
work  consisted  of  sawing  and  planing  the-  lumber  for  making  the 
forms  for  concrete.  The  expenditure  under  the  manager  was  $209.18 
and  under  the  civil  engineer  $22.46,  making  a  total  of  $231.64.  As 
all  this  work  was  absolutely  general  over  the  entire  job,  this  amount 
must  be  -divided  proportionately  among  the  whole  job. 

Taking  up  the  next  case  of  engine  tenders  and  firemen,  item  C,  the 
tabular  statement  shows  that  the  manager  expended  on  this  item 
$775.05  and  the  civil  engineer  $347.31,  making  a  total  of  $1,122.36. 
These  men  operated  locomotives  for  hauling  material,  locomotive 
cranes,  sand  and  gravel  dredges,  concrete-mixing  machines,  and  pile- 
driving  engines.  The  total  cost  of  this  work  must  be  divided  pro- 
portionately among  the  whole  job.  There  is  a  slight  duplication  here 
m  that  a  certain  amount  of  this  work  has  been  included  in  the  cost  of 
pile  driving  above  given,  but  as  the  amount  is  not  definitely  known,  it 
will  give  the  same  result  to  ignore  it  at  this  point  and  take  care  or  it 
in  connection  with  the  case  of  the  wharf  builders  below. 

Under  item  D,  wharf  builders,  the  manager  expended  $3,135.90; 
but  this  expenditure  includes  the  cost  of  the  pile  driving  above  given 
($1,243)  except  a  small  amount  which  was  incurred  for  engine  tenders 
and  fijemen,  out  which  it  was  stated  would  be  handled  in  connection 
with  the  wharf  builders,  as  the  amount  was  not  definitely  known  and 
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as  the  final  result  would  be  the  same  in  either  case.  Subtracting 
$1,243  from  $3,135.90  leaves  $1,892.90.  The  manager  thus  paid  for 
wharf  builders  for  work  other  tnan  pile  driving  $1,892.90,  wnile  the 
civil  engineer  (who  did  not  drive  any  piles)  similarly  paid  $2,109.92, 
making  a  total  of  $4,002.82.  The  work  done  by  these  whaif  Guilders 
consisted  mainly  of  making  the  wooden  forms  for  concrete  slabs  and 
of  making  and  erecting  in  place  the  wooden  forms  for  casting  the  con- 
crete columns  and  girders.  The  manager  made  practically  all  the 
wooden  forms  that  were  used  on  all  the  butts.    He  also  erected  in 

glace  all  the  columns  and  girder  forms  for  the  200-yard  butt  and  one- 
alf  of  those  for  the  300-yard  butt.  These  column  and  girder  forms 
were  the  most  expensive  part  of  the  work  of  the  wharf  builders;  but 
although  it  is  manifest  that  the  manager's  expenditure  covers  more 
than  merely  the  first  butt,  yet  it  is  impossible,  on  account  of  the  way 
the  accounts  were  kept,  to  determine  rrom  the  official  records  exactly 
what  part  of  this  work  should  be  charged  to  the  first  butt.  Under 
these  circumstances  the  fairest  way  would  seem  to  prorate  the  total 
of  these  wharf  builders'  charges  ($4,002.82)  among  the  whole  job. 

The  following  table  gives  a  summary  of  the  general  expenditures 
above  referred  to  as  having  been  incurred  by  both  manager  and  civil 
engineer  and  which  should  be  prorated  among  the  entire  job. 


Paid  by 
manager. 


Paid  by 

dvU 
engineer. 


TotaL 


Building  raUway  extension 

Handling  piles 

driving  pUes 

BlacksmithSf  tool  dressers,  machinists,  pipe  fitters,  plumbers,  and  ship 

fitters 

Joiners,  shipwrights » and  allied  trades 

Engine  tenders  and  firemen 

Wmuf  builders'  worlc  other  than  pile  driving , 

Total 


S366.27 

300.00 

1,243.00 

237.03 

209.18 

77&05 

1,882.90 


$493.58 


84.64 

22.46 

347.31 

2,109.92 


$849.85 

300.00 

1,243.00 

321.67 

231.64 

1,122.36 

4,002.83 


6,013.43 


3,057.91 


$,071.34 


This  statement  shows  that  these  general  expenses  for  labor 
amounted  to  $8,071.34,  and  that  while  the  manager  paid  on  this 
amount  $5,013.43,  the  civil  engineer  paid  only  $3,057.91;  this  dispro- 
portion being  due  to  the  simple  reason  that,  hy  the  time  when  this 
work  was  transferred  from  the  manager  to  the  civil  engineer,"the  bulk 
of  these  general  expenses  had  already  been  arranged  and  paid  for 
by  the  manager.  But  in  order  to  make  a  proper  comparison  oetween 
the  cost  of  the  first  butt  and  the  cost  of  the  other  two  butts  and 
gallerv,  these  general  expenses,  which  aflFected  the  cost  of  all  the  work 
equally,  must  be  properly  divided.  The  cost  of  the  gallery  is  esti- 
mated at  about  one-nfth  the  cost  of  a  butt;  so  that,  as  a  matter  of 
convenience,  so  far  as  costs  are  concerned,  it  may  be  assumed  that, 
instead  of  there  being  three  butts  and  a  gallery,  there  were  three  and 
one-fifth  butts.  On  this  assumption,  and  dividing  the  above  total 
general  expenses  of  $8,071 .34  among  three  and  one-mth  butts,  we  find 
that  the  snare  of  one  butt  would  be  $2,522.30.  As  the  manager  is 
credited  with  building  only  one  butt,  and  as  the  proper  share  of  these 
general  expenses  belonging  to  that  one  butt  is  $2,522.30,  while  the 
amount  actually  paid  out  by  the  manager  on  this  account  was 
$5,013.43,  it  follows  that  the  difference  between  these  two  amounts 
($2,491.13)  was  paid  out  by  the  manager  not  on  the  firat  butt,  but  on 
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the  other  two  butts  and  the  gallery.  But  as  these  two  butts  and 
gallery  are  credited  to  the  civil  engineer,  this  amount  of  $2,491.13 
must  also  be  transferred  to  the  cost  of  those  items  by  deducting  it 
from  the  expenditure  of  the  manager  and  adding  it  to  the  expendi- 
ture of  the  civil  engineer. 

In  addition  to  the  above  general  items,  there  is  a  specific  item 
of  excavation  and  concrete  work  done  and  paid  for  by  the  manager 
on  the  second  butt.  The  cost  of  this  work  is  estimated  at  $826,  and 
as  this  butt  is  credited  to  the  civil  engineer  this  amount  must  be 
deducted  from  the  expenditure  of  the  manager  and  added  to  the 
expenditure  of  the  civil  engineer. 

This  makes  a  total  of  $3,316.13  (being  $2,491.13  plus  $825)  to  be 
deducted  from  the  manager's  expenditure  and  atlded  to  the  civil 
engineer's  expenditure.  Subtracting  $3,316.13  from  $8,327.07  leaves 
$5,010.94;  and  adding  $3,316.13  to  $5,873.76  gives  $9,189.89.  It 
follows  from  the  above  that  the  actual  labor  expenditure  for  the 
one  butt  credited  to  the  manager  was  $6,010.94;  while  the  actual 
labor  expenditure  for  the  two  butts  and  gallery  credited  to  the  civil 
engineer  was  $9,189.89.  As  above  stated,  these  figures  are  not  exact, 
as  sufficient  data  for  such  exactness  are  not  on  record,  and  they  are 
to  be  considered  as  approximate  only. 

In  connection  with  this  actually  greater  cost  of  the  first  butt  as 
compared  with  the  cost  of  either  of  tne  other  two  butts,  as  shown  by 
th*e  above  figures,  it  is  important  to  bear  in  mind  that  the  character 
of  this  job  is  unique  and  oiflferent  from  the  usual  run  of  work.  To  a 
certain  extent,  the  men  had  to  be  especially  trained  and  the  detailed 
methods  of  doin^  the  work  had  to  oe  gradually  worked  out  experi- 
mentally, and  aU  such  experimental  and  pioneer  work  is  necessarily 
disproportionately  expensive  and  tends  to  make  the  first  of  a  number 
of  similar  constructions  cost  more  than  the  subsequent  ones.  On  the 
other  hand,  by  the  time  the  civil  engineer  took  up  the  job  one  butt 
had  been  entirely  completed  and  certain  routine  methods  had  been 
evolved.  The  civil  engineer  thus  profited,  without  any  expenditure 
of  his  own,  by  such  experience  as  the  workmen  had  gained  while 
working  on  the  first  butt  under  the  manager. 

As  a  minor  matter,  it  may  be  mentioned  that  the  excavation  of  the 
first  butt  was  much  more  expensive  than  that  of  the  last,  because 
it  was  three  times  as  deep;  and  because  their  relative  location  made 
expensive  pumping  necessary  on  the  first  butt  and  dispensed  with  it 
on  the  last.  This  item,  while  not  mentioned  in  the  above  compari- 
son, involved  a  considerable  difference  in  cost  between  these  two  butts 
OQ  this  accoimt  alone. 

The  difference  in  stability  of  soil  made  ho  appreciable  difference 
in  cost,  as  these  butts  did  not  rest  on  the  ground,  but  on  piling;  and 
the  constructor  drove  all  the  piles  for  all  the  butts  and  gallery. 

In  order  to  get  a  comparison  of  total  costs,  including  both  labor 
and  material,  the  total  material  must  be  prorated.  The  manager 
paid  for  material  $5,048.72,  and  the  civil  engineer  $1,807.71,  making 
a  total  of  $6,856.43.  On  the  basis  of  3^  butts,  this  would  be  $2,142.70 
for  one  butt  and  $4,713.73  for  2\  butts.  The  total  cost  of  the  first 
butt  would  thus  be  $5,010.94  plus  $2,142.70,  amounting  to  $7,153.64; 
while  the  total  cost  of  the  other  two  butts  and  gallery  would  be 
$9,189.89  plus  $4,713.73,  amounting  to  $13,903.62. 

A.  W.  Stahl. 
Naml  Oonatructor,  TJ.  8.  Navy. 
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Appendix  No.  6. 

Expenditure*  under  steam  mackinerv  at  the  navy-yard^  Philadelphia,  for  the  monAt  of 
JvXy  and  August,  1908  and  1909. 


July. 


1909. 


1908. 


Aucast. 


19091 


19QB. 


Direct  labor 

Indirect  charges 

Leave  and  holiday 

Per  cent  indirect  to  direct  (oonsiderlng  leave  and  holi- 
day as  indirect) 

Per  cent  IncludinE  leave  and  holidav  as  direct 

Per  cent  eliminating  leave  and  holiday 


•10,025.25 
$3,466.64 
93,855.40 

73 
25 
84 


•16.337.G2 
$4,736.44 
$3,571.28 

51 
24 

29 


$17,332.68 
$7,152.70 
$4,067.64 

65 
34 
41 


$U,297.S2 
$4,289.70 
$8,8UL48 

61 

2S 


Expenditures  charged  to  title  G  in  July  and  August,  1908,  and 
subsequently  prorated  not  accounted  for  in  the  abdve  statement, 
as  they  were  not  reported  to  the  Bureau  of  Supplies  and  Accounts. 
Whatever  the  figures  amount  to,  they  should  nave  been  added  to 
the  indirect  charges  and  the  labor  involved  deducted  from  direct 
labor. 

(Furnished  by  the  Bureau  of  Supplies  and  Accounts,  January 
22,  1910.) 


Appendix  No.  7. 

Navt-Yabd, 
New  York,  N.  F.,  October  99, 1909. 
Sm:  1.  In  compliance  with  the  commandant's  first  indorsement 
No.  474-13-A,  under  date  of  September  17,  1909,  on  letter  from  the 
commanding  officer,  U.  S.  S.  Dolphin^  of  same  date,  in  which  state- 
ment of  actual  costs  of  removal  of  bulkhead  at  frame  126  on  board 
the  vessel  under  his  command  are  requested,  I  have  the  honor  to 
furnish  herei^dth  statement  of  costs,  as  follows: 

Labor $1,051.99 

Material -• 251.24 

Overhead  charges 607. 31 

Total 1,910.54 

The  labor  charges  are  divided  under  the  following  heads: 

m  Pipefitters $66.24 

(2)  Sheet-metal  workers 63. 64 

(3)  Joiners 697.71 

(4)  Electricians 30. 84 

(5 )  Plumbers 24. 80 

?6 ) '  Shipsmiths 19. 12 

(7)  Machinists 21. 60 

(8)  Shi pfi tters 13. 32 

(9)  Painters 124, 72 

Under  heading  (1)  it  was  necessary  to  change  piping  in  the  cabin 
as  well  as  piping  in  rooms  underneath  and  to  cnange  guards  over 
heating  pipes. 

Under  heading  (2)  brass  treads  leading  to  lower  cabin  aft  were 
removed  and  an  entire  new  outfit  was  instaUed.  In  addition,  metal 
sheathing  made  portable  was  fitted  to  cabin  bedpost  and  new  brass 
sills  put  on  cabin  doorways. 
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Under  heading  (3)  bulkhead  at  frame  126  was  removed  forward, 
being  practically  rebuilt.  The  door  on  port  side  was  changed  from 
swinging  door  to  a  sliding  door.  Glass  panels  were  removed  from 
this  door  and  wood  panels  put  in.  Two  stateroom  doors  were 
changed  from  swingii^  doors  to  sliding  doors.  The  beam  was  cased 
in,  in  order  to  cover  space  not  covered  oy  curtains;  about  100  square 
feet  of  mi^le  deck  was  laid  after  bulkhead  was  moved.  About  100 
feet  of  panel  work  overhead  in  cabin  was  removed  and  replaced  and 
new  molding  was  put  in  where  old  mending  was  taken  down.  Changes 
were  made  m  hand  rail  and  in  the  banisters  of  the  stairs  leading  from 
the  berth  deck  to  cabin,  this  work  being  hand  work,  due  to  the 
peculiar  shape  of  rail.  New  brass  rail  was  put  on  after  bulkhead  to 
replace  wood  hand  rail.  Desk  in  captain's  cabin  had  a  new  end  put 
on  to  close  opening  left  by  the  removal  of  the  bulkhead.  Transom 
was  built  in  captain's  quarters  between  desk  and  bulkhead  and 
transom  cushions  were  furnished.  Due  to  changes  in  the  location  of 
the  piano,  it  was  necessary  to  make  changes  in  transom  and  to  build 
an  Mditional  transom  end.  Considerable  joiner  work  was  necessary 
in  rearranging  electric  lights  and  rearrangement  of  fan  brackets. 
New  book  shelves  were  buut  in  cabin. 

Under  heading  (4)  work  was  done  in  polishing  and  bufiing  brass 
sills,  in  disconnectiug  and  rearranging  bell  circuits,  push  buttons, 
lighting  outlets,  and  fixtures. 

Under  heading  (5)  are  charges  in  connection  with  the  manufac- 
ture of  corrugated  and  sheet  brass  for  the  treads  on  the  stairs. 

Under  heading  (6)  are  charges  for  the  manufacture  of  stanchion, 
with  jaw  on  top  and  lewis  bolt  on  bottom  with  key,  made  necessary 
in  connection  with  cabin  rearrangement. 

Under  heading  (7)  are  charges  in  connection  with  certain  machine 
work  in  bending  brass  pipe  to  shaoe  for  bulkhead  hand  railing,  and 
for  the  machining  of  four  balls  witn  pads  and  the  installation  of  the 
same;  also  charges  for  machining  in  connection  with  the  manufac- 
ture of  four  deck  stuffing  boxes  and  for  relocation  of  piping. 

Under  heading  (8)  are  included  charges  for  ship-ntter  work  of 
drilling  holes,  chipping,  etc.,  in  connection  with  other  work  on  this 
job. 

Under  heading  (9)  are  included  charges  for  entirely  repainting 
throughout  cabin,  the  contrast  between  old  and  new  woi  being 
such  tnat  entire  repainting  was  necessary.  Cleanio^  up  of  hardware, 
coating  of  radiators  with  aluminum,  and  shellacking  of  deck.  All 
new  work  was  required,  to  bring  to  condition  of  old  work,  one  coat  of 
shellac,  five  coats  of  paint,  and  one  coat  of  gloss. 
Very  respectfully, 

(Signed)  W.  J.  Baxteb, 

NarxU  Constructor,  U,  S.  Navy, 
Manager  ManufactvriTig  Department. 

The  Commandant, 

Navy-Yard,  New  YorJe. 


(Appendix  No.  8  omitted.) 
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Appendix  No.  9. 

Navy  Depabtmsmt, 

BUBBAU  OF  CONSTBUCnON   AND  RbPAIB, 

WashingUm,  D.  C,  Odober  16,  1909. 

HEMOBANDT7H  FOB  THB   8E0BETABT  OF  THE  NAVT. 

In  compliance  with  the  department's  verbal  instructions  to  submit 
brief  statement  as  to  the  organization  of  the  British  dockyards  at 
Portsmouth,  Devonport,  and  Chatham,  I  beg  to  submit  the  following: 

The  above-noted  dockyards  are  theprincipal  dockyards  for  build- 
ing and  repair  work  in  the  United  Kingdom,  and  on  this  account 
have  an  organization  which  is  somewhat  different  from  that  of  the 
smaller  dockyards.  The  principal  miUtary  official  at  the  docl^ards 
is  the  admiral  superintendent,  who  has  under  his  control  not  only 
the  mechanical  departments  of  the  dockyard,  but  all  other  depart- 
ments, including  tne  victualing  and  coaung  departments,  ordnance 
storehouses,  magazines,  etc. 

The  regulations  which  established  the  present  dockyard  adminis- 
tration at  Portsmouth,  Devonport,  and  Chatham  are  of  compara- 
tively recent  date,  the  admiralty  memorandum  descriptive  of  the 
same  bearing  date  of  November  30,  1905. 

There  is  attached  hereto  a  diagram  which  shows  at  a  glance  the 
general  administrative  control  of  dockyards  and  the  various  depart- 
ments in  the  dockyards,  beginning  with  the  third  sea  lord  and  con- 
troller, who  is  one  of  the  ''commissioners  for  executing  the  office  olt 
lord  high  admiral  of  the  United  Kingdom  of  Great  Britain  and 
Ireland,"  etc. 

The  department  of  the  controller  of  the  navy  has  jurisdiction  over 
all  work  relating  to  the  building,  repairing,  ana  outfitting  of  ships  at 
pubUc  and  private  dockyards,  and  the  maintenance  of  the  shipbuild- 
ing and  repairing  plants  at  navy-vards.  This  department  ol  the 
navy  has  tnree  grand  divisions  and  several  subdivisions,  the  grand 
divisions  being  under  the  immediate  direction  of  the  director  of 
naval  construction,  the  director  of  dockvards  and  dockyard  work,  and 
the  engineer  in  chief,  respectively,  rractically  all  orders  relating 
to  work  on  ships  at  dockyards  are  issued  by  the  above-noted  officials, 
each  acting  for  the  controUer  in  all  that  relates  to  work  in  his  own 
division. 

The  controller  is  the  third  sea  lord  of  the  admiralty  and  the  present 
incumbent  is  a  rear-admiral  in  the  navy.  In  all  matters  of  technical 
direction,  the  authority  of  the  controller  is  exercised  through  the 
heads  of  divisions  above  noted,  who  issue  their  instructions  direct  to 
the  admiral  superintendent  for  transmission  to  the  dockyard  de- 
partments concerned.  In  the  absence  of  the  controller,  any  instruc- 
tions which  would  ordinarily  require  his  signature  are  issued  by  the 
director  of  naval  construction;  and  in  the  absence  of  the  latter,  by 
the  director  of  dockyards  and  dockyard  work;  and  in  the  absence  of 
both  the  director  of  naval  construction  and  the  director  of  docl^ards 
and  dockyard  work,  by  the  engineer  in  chief.  The  director  of  nava 
construction  and  the  director  of  dockyards  are  naval  constructor 
and  members  of  the  royal  corps  of  naval  constructors. 
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At  each  of  the  dockyards  above  noted,  there  are  two  large  workins 
departments  which  have  to  do  with  practically  all  ship  worK,  and  each 
of  these  departments  is.presided  over  by  a  manager,  the  manager  of 
tlie  constructive  branch  oeing  a  chief  constructor,  wliile  at  the  present 
time  the  manager  of  the  engineering  branch  at  each  of  the  vards  in 
question  is  an  engineer  rear-admiral.  Only  a  few  years  ago,  the  heads 
of  the  engineering  departments  at  several  of  the  yards  were  civiUans, 
and  even  though  the  engineering  manager  under  present  conditions 
is  a  naval  officer,  he  is  a  nonseagomg  naval  officer  arter  his  assignment 
as  engineering  manager.  In  fact,  the  recent  engineering  manager 
at  Portsmouui  has  held  the  office  for  more  than  twenty-one  years 
continuously,  so  that  although  he  belonged  to  the  seagoing  branch, 
the  last  half  of  his  service  was  entirely  on  shore  duty. 

The  other  principal  officers  at  the  Portsmouth,  Devonport,  and 
Chatham  doclfyards,  who  are  in  any  way  concerned  with  yard  work, 
are  indicated  on  the  accompanying  diagram,  and  with  the  exception 
of  the  "captain  of  the  dockyard  and  deputy  superintendent  and 
King's  harbormaster,"  are  civilians. 

The  general  distribution  of  duty  between  the  constructive  and 
engineering  branches  is  similar  to  that  which  prevails  at  private 
shipbuilding  establishments  in  this  country,  where  there  are  separate 
engineering  and  shipbuilding  departments,  with  the  addition  of  such 
special  work  as  is  necessary  in  connection  with  the  outfitting  of  ves- 
sels of  war,  and,  in  the  case  of  the  constructive  department,  the  control 
of  all  the  yard  transportation  facih ties,  weight-hoisting  appUances,etc. 

The  superintending  civil  engineer  has  charge  of  all  public  works 
in  the  nature  of  dry  docks,  quay  walls,  new  buildings,  etc.,  and  though 
under  the  direction  of  the  admiral-superintendent,  receives,  through 
the  latter,  general  instructions  from  the  '*  director  of  worba  depart- 
ment," and  not  the  controller. 

The  electrical  engineer,  on  the  other  hand,  is  under  the  controller's 
department  and  has  charge  of  the  electric  power  plant  as  well  as  the 
installation  of  certain  electrical  fittings  on  board  ship.  Aside  from 
the  provision  of  electrical  power,  this  department  nas  very  little 
general  work,  and,  so  far  as  I  could  obtain  definite  information  by 
mquiry,  its  formation  as  a  separate  department  was  due,  primarily, 
to  the  shortage  of  officers  in  the  constructive  branch,  the  officers  of 
the  royal  corps  of  naval  constructors,  who  originally  had  charge  of 
electrical  wort  being  required  for  other  more  urgent  duty;  and  since 
the  corps  of  naval  constructors  is  Umited  in  numbers,  and  the  elec- 
trical engineers  could  be  obtained  from  civil  life  without  special 
parhamentary  authority,  the  effective  increase  in  personnel  m  the 
controller's  department  was  made  in  the  maimer  above  indicated. 

The  duties  and  responsibilities  of  the  constructive  and  engineering 
managers  can  best  be  indicated  by  quoting  the  official  admiralty 
minute  on  the  subject  in  the  admiralty  memorandum  of  November 
30,  1905,  the  reasons  for  making  the  change  in  management  and  the 
duties  of  the  engineering  and  constructive  managers,  respectively,* 
being  indicated  in  the  following  extract: 

The  chief  constructora  and  chief  enj^ineen  of  the  dockyards  at  present  are  held 
responsible  for  the  proper  and  economical  performance  of  the  work  without  tanfi;ible 
means  of  fulfilling  their  responsibility.  It  is  of  first  importance  that  they  shall  be 
brought  into  line  with  simili^  positions  in  private  tiudes,  and  be  constituted  managers 
of  their  departments,  with  fuu  authority  therein,  including  the  power  to  enter,  dis- 
charge, promote,  or  punish  men  (short  of  dischaiging  men  on  the  establishment), 
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procuie  their  own  yard  machinery,  and  get  00  far  as  piacticahle  their  own  stores 
direct  from  the  contractorB  under  gtandin^  contracts  without  and  intermediaries,  uid 
control  the  stock  and  storage  appertaining  to  their  departments.  The  extended 
powers  thus  conferred  on  these  officers  will  be  ri^dly  controlled  by  the  financial  limi- 
tations conseouent  on  the  allocation  of  dockyard  mone^. 

The  admiral  superintendent  will  be  to  these  officers  m  the  position  of  owner  (acting 
on  behalf  of  the  admiralty)  to  whom  the  managers  will  be  immediately  responsible, 
and  he  will  be  constantly  referred  to  in  every  matter  of  importance,  ana  will  issue  all 
orders  for  work  to  be  undertaken.  There  will  be  no  lessening  whatever  of  the  position 
and  responsibility  of  the  admiral  superintendent  by  constituting  these  two  officers 
managers  of  their  departments;  it  will  merely  give  them  powers  lor  the  exercise  of 
which  they  will  be  re8p>on8ible  to  the  superintendent,  and  which  are  absolutely  essen- 
tial to  good  administration.  At  the  same  time,  a  consolidation  and  simplification  in  the 
methods  of  keeping  accounts  will  be  introduced. 

The  naval-store  officer,  the  officer  in  charge  of  expense  accounts, 
and  the  casliier  have  duties  indicated  by  their  titles,  and  while  not 
subordinate  to  the  constructive  and  engineer  departments,  are,  by 
yard  regulations  and  the  customs  of  the  service,  required  to  fuUy  co- 
operate with  those  departments,  the  constructive  manager  and  the 
engineer  manager  havmgfuU  responsibility  for  all  work  in  their  re- 
spective departments.  The  cashier  and  the  officer  in  charge  of 
expense  accounts  act,  in  a  measure,  as  a  check  upon  each  other,  the 
cashier  keeping  account  of  the  actual  number  of  days'  work  per- 
formed by  each  man,  making  out  pay  rolls  and  making  payments  on 
same,  wmle  the  expense-accounts  officer  keeps  account  of  the  cost  of 
each  individual  job,  including  indirect  charges.  The  timekeepers  of 
the  expense-accounts  officer  work  in  cooperation  with  the  foremen 
and  charge  men  of  the  constructive  and  engineering  departments, 
and  the  expense-accounts  officer  submits  to  the  managers  of  these 
departments,  weekly,  a  statement  of  expenditures  on  each  job  order 
to  date.  The  daily  report  of  time  for  each  workman  must  be  ap- 
proved and  initialed  by  the  foreman  or  other  official  of  the  construc- 
tive and  engineering  departments,  respectively,  before  being  finally 
entered  up  by  the  expense-accounts  department.  Moreover,  the 
timekeepers  01  the  expense-accounts  department  are  usually  detailed 
from  the  constructive  and  engineering  departments,  respectively,  as 
it  is  necessary  for  the  timekeepers  to  have  some  technical  knowledge 
of  the  character  of  work  being  performed. 

I  personally  examined  several  of  the  returns  of  cost,  orders  for 
work,  general  surveys,  and  other  routine  documents  coming  under  the 
jurisdiction  of  the  constructive  manager,  and  found  the  methods  in 
general  similar  to  those  pursued  in  our  navy-yards,  except  that  the 
method  of  keeping  accounts  was  decidedly  more  complicated,  three 
independent  accounting  departments  bemg  comprised  therein,  in 
addition  to  the  mechanical  departments  which  actually  perform  the 
work. 

The  responsibility  of  the  managers  of  the  constructive  and  engineer- 
ing departments  for  the  work  under  their  jurisdiction  is  much  more  com- 
plete and  comprehensive  than  the  authority  of  the  manager  of  the  man- 
^  ufacturing  department  in  our  navy-yards  as  now  administered,  since 
'  in  the  Portsmouth,  Devonport,  and  Chatham  dockyards  the  managers 
of  the  constructive  and  engineerinff  departments  have  full  authority 
to  take  on  and  discharge  men  at  will,  quite  independent  of  any  action 
of  the  admiral  superintendent,  and  have  no  restriction  in  the  nature 
of  labor-board  requirements  or  labor  regulations,  as  in  our  navy- 
yards;    they  also  have  full  control  of  all  stores  requisite  for  work 
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under  their  jurisdiction.  While  the  orders  from  the  admiralty  are 
addressed  to  the  admiral  superintendent,  and  all  formal  communicar- 
tions  from  the  dockyards  to  the  admiralty  go  through  the  admiral 
superintendent,  the  office  of  the  latter  is,  for  all  techmcal  work,  little 
more  than  a  forwarding  office,  a  detail  of  writers  from  the  yard  depart- 
ments being  always  on  duty  in  the  office  of  the  admiral  superintend- 
ent to  copy  promptly,  for  transmittal  to  their  respective  departments, 
all  admiralty  communications. 

As  is  quite  clearly  indicated  in  the  admiralty  memorandum  of  No- 
vember 30, 1905,  the  increased  responsibility  of  the  admiral  superin- 
tendent, who  now  has  control  of  the  victualing,  armament,  coaling, 
and  stores  departments,  as  well  as  the  dockyards,  makes  it  imperative 
that  he  have  no  responsibility  for  the  details  of  the  work  of  the 
constructive  manager  and  the  engineering  manager. 

The  duties  of  the  captain  of  the  dockvard  and  deputy  superintend- 
ent are  closely  analogous  to  those  of  tne  captain  of  the  yard  in  our 
service,  this  official  in  English  dockyards  being  usually  a  post  captain 
next  in  rank  to  the  adnural  supenntendent,  and,  in  the  absence  of 
the  admiral  superintendent,  succeeds  to  his  duties  and  responsibilities  ; 
but  except  while  acting  as  superintendent  of  the  dockyard  in  the 
absence  of  the  admiral  superintendent  he  has  no  control  whatever 
over  other  yard  departments. 

Chief  Ciynatructor,  TJ.  S.  Navy,  Chief  of  Bureau. 


Appendix  No.  11. 

Service  record  of  Naval  Constructor  A,  W.  Stahlj  U.  S,  Navy,  to  January  i,  1910, 
[From  official  navy  registers  and  Individual  records  on  file  in  the  Bureau  of  Construction  and  Repair.] 

Entered  the  service  as  a  cadet  engineer  at  the  Naval  Academy,  September  1, 1876. 

Graduated  June,  1880,  first  in  a  claas  of  17  membeiB. 

Y1B.M08. 

Served  on  Despatch,  Galena,  Quinnehottg,  Lancaster,  and  Nipsic  from  June, 

1880,  to  March,  1883 2      9 

On  special  duty  in  Bureau  of  Steam  Engineering  from  April,  1883,  to  August, 
1883 4 

On  special  duty  at  Purdue  University  (professor  of  mechanical  engineering), 
August,  1883,  to  July,  1887 3    11 

Served  on  U.  S.  S.  C^tcajro  from  June  to  August,  1887 2 

Special  duty  (under  instruction)  at  Cramps  shipyard,  Philadelphia,  Pa., 
from  September,  1887,  to  May,  1888 8 

Special  instruction  and  instructor  at  Naval  Academy  from  May,  1888,  to 
August  ,1889 1      3 

Duty  at  Union  Iron  Works,  San  Francisco,  Cal.,  from  September,  1889,  to 
November,  1894 6      2 

Duty  at  Bureau  of  Construction  and  Repair  from  November,  1894,  to  Octo- 
ber, 1895 11 

Duty  as  head  of  department  of  construction  and  repair  navy-yard,  Norfolk, 
Va.,  from  October,  1895,  to  May,  1901 5      7 

Superintending  constructor,  Newport  News,  Va.,  from  May,  1901,  to  Octo- 
ber, 1906 5      5 

Duty  as  head  of  department  of  construction  and  repair  navy-yard,  Ports- 
mouth, N.  H.,  from  October,  1906,  to  Auf^ust,  1908 1    10 

Duty  as  head  of  department  of  construction  and  repair,  manager  of  manu- 
facturing department  and  manager  of  hull  division  at  navy-yard,  Phila- 
delphia, Pa.,  from  September,  1908,  to  date 1      4 
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The  record  of  promotionfl  is  as  follows:  ^  i 

To  aa8if>unt  engineer,  June  10,  1882. 

To  assistant  naval  constructor,  August  11, 1887.  | 

To  naval  constructor,  July  9,  1892.  i 

Total  service  to  January  1, 1909,  as  given  in  Navy  Register  of  that  date: 

Sea  service J 

Shore  or  other  duty a 

Unemployed I 

Service  record  of  Naval  Constructor  W-  /.  Baxter,  U.  8.  Navy,  to  January  1,  191 

(From  official  navy  registers  and  tndlTidoal  records  on  file  in  the  Bureau  of  Construction  and  Repi 

Entered  the  service  as  cadet  engineer,  October  1,  1879.    Graduated  1883,  fol 
in  a  class  of  51  members. 

Yn. 

Served  on  Kearsarge  and  Lancaeter  from  June,  1883,  to  February,  1885 1 

At  Steubenville,  Ohio,  from  Julv,  1885,  to  September,  1885 

Served  on  ^i^tora  from  September,  1885,  to  August,  1886 

On  special  duty  (under  instxuction),  (ilas^ow,  Scotland,  Paris,  France  (Ecole 
du  Genie  Maritime),  and  other  j)oint8  in  Great  Britain  and  on  the  Conti- 
nent, from  September,  1886,  to  December,  1889 3 

On  special  duty  in  Navy  Department  from  December,  1889,  to  March,  1890. . 

On  autv  in  the  department  of  construction  and  repair  navy-yard,  Norfolk, 
Va.,  from  March,  1890,  to  April,  1895 5 

On  duty  as  head  of  department  of  construction  and  repair  navy-yard,  Mare 
Island,  Cal.,  from  April,  1895,  to  April,  1899 4 

On  duty  in  Bureau  of  (Construction  and  Repair,  Navy  Department,  from 
April,  1899,  to  May,  1899 

On  special  duty  at  navy-yards  in  Great  Britain  and  France  from  May,  1899,  to 
July,  1899 

On  duty  as  head  of  department  of  construction  and  repair  navy-yard,  Boston, 
from  July,  1899.  to  March,  1903 3 

On  duty  as  superintending  constructor  at  William  Cramp  &  Sons  Ship  and 
Engine  Building  Company,  New  York  Shipbuilding  Company,  and  Neafie 
A  Lew  Ship  and  Engine  Building  Company,  from  March,  1903,  to  Decem- 
ber, 1903 

On  duty  as  head  of  department  of  construction  and  repair,  manager  of  manu- 
focturing  department,  and  manager  of  hull  division,  navy-yard,  New  York, 
from  December,  1903,  to  date 6 

The  record  of  promotions  is  as  follows: 

To  assistant  engineer,  July  1,  1885. 

To  assistant  naval  constructor,  June  6,  1888. 

To  naval  conptructor,  August  10,  1893. 

Total  service  to  January  1-,  1909,  as  given  in  the  Navy  Register  of  that  date: 

Sea  service 3 

Shore  or  other  duty 26 

Unemployed 

Service  record  of  Naval  Constructor  J.  0,  Tawresey,  U,  S.  Navy ^  to  January  /,  1910, 

[From  offlclal  navy  registers  and  individual  records  on  file  in  the  Bureau  of  Construction  and  Repair.] 

Entered  the  service  as  cadet  engineer  at  the  Naval  Academy,  October,  1881 
graduated  June,  1885,  third  in  a  class  of  36  members. 

Served  on  OnuiAa  from  June,  1885,  to  April.  1887 1    I 

Special  duty  in  Navy  Department  from  July  to  December,  1887 

Served  on  Galena  from  January  to  August,  1888 

Under  special  instruction  at  Royal  Naval  College,  Greenwich,  England,  from 
October^  1888,  to  June,  1891 2     ] 

On  duty  m  department  of  construction  and  repair,  navy-yard,  New  York, 
from  November,  1891,  to  May,  1893 1     ( 

On  dutv  as  assistant  to  superintending  constructor.  Cramps  Shipyard,  Phila- 
delphia, Pa.,  from  May,  1893,  to  June,  3898 6      ] 

On  duty  as  hesid  of  deputment  of  construction  and  repair,  navy-yard,  Ports- 
mouth, N.  H.,  July,  1898,  to  April,  1902 3     1 
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Yn.Moi. 

On  duty  as  Buperintending  constnictor,  Union  Iron  Works,  San  Francuco, 
Oal.,  from  Aprtt,  1902,  to  August,  1908 6      4 

On  duty  as  head  of  department  of  construction  and  repair,  navy-yard,  Ports- 
N.H.,  fromAugust,  1908,  todate : 1      6 

The  record  of  promotions  is  as  follows: 

To  ensign,  July  1.  1887. 

To  assistant  naval  constructor,  July  1, 1889. 

To  naval  constructor,  June  30,  1896. 

Total  service  to  January  1,  1909,  as  given  in  Navy  Register  of  that  date: 

Sea  service 2    10 

Shore  or  other  duty 24     0 

Unemployed 6 

Servke  record  of  Naval  Constructor  Elliot  Snow,  U,  S.  Navy,  to  January  i,  1910. 

(From  official  navy  registers  and  Individual  recorda  on  file  In  the  Bureau  of  Construction  and  Repair.] 

Entered  the  service  as  naval  cadet  at  the  Naval  Academy,  September  4,  1883; 
graduated  June,  1887,  third  in  a  class  of  44  members. 

Served  on  ^diomj  from  July,  1887,  to  January,  1890 2      6 

Served  on  CAorZ^tton  from  Januai^,  1890,  to  October.  1890 9 

Under  special  instruction  at  Ecole  des  Mines  and  Ecole  du  Genie  Maritime, 

Paris,  France,  from  October,  1890,  to  December,  1893 3      2 

On  duty  in  department  of  construction  and  repair,  navy-yard.  Mare  Island, 

Cal.,  from  December,  1893,  to  February.  1897 3      2 

On  duty  as  assistant  to  and  as  supeiintenaing  constructor.  Union  Iron  Works, 

San  Fnmcisco,  Cal.,  from  February,  1897,  to  February,  1902 5      0 

On  duty  on  Asiatic  station,  in  chaige  of  repairs  to  fleet  and  special  inspections 

from  February,  1902,  to  February,  1903 1      0 

On  duty  as  head  of  department  of  construction  and  repair  and  as  manager  of 

manufocturing  department,  navy-yard,  Boston,  from  May,  1903,  to  October, 

;/  1909 6      5 

^  ^f         On  duty  as  superintending  constructor,  Wm.  Cramp  A  Sons  Ship  and  Engine 

"^'  Builmng Company,  from  October,  1909,  todate 3 

The  record  of  promotions  is  as  follows: 
'_^  To  ensign,  July  1.  1889. 

Vf^,  To  assistant  naval  constructor,  July  1, 1891. 

,.  i  To  naval  constructor,  November  11,  1897. 

Total  service,  as  given  in  the  Navy  Register  of  January  1, 1909,  to  that  date: 

Sea  service 3    11 

Shore  or  other  duty 20      1 

Unemployed, 1      4 

J  Serviee  record  of  Naval  Constructor  Oeor^e  H.  Rock,  U.  8.  Navy,  to  January  1,  1910. 

. . .  ^  [From  official  navy  registers  and  Individual  records  on  file  in  the  Bureau  of  Construction  and  Repair.] 

Entered  the  service  as  naval  cadet  at  the  Naval  Academy,  May  20,  1885;  graduated 
,  4  /44        June,  1889,  second  in  a  class  of  34  members. 
^'  Yrs-Mos. 

,P^        Served  on  the  CAu»^  from  July,  1889,  to  October,  1890 1      3 

Under  special  instruction,  University  of  Gla^ow,  Scotland,  from  November, 

jerJJ^  1890,  to  May,  1892 .TT: 1      6 

On  duty  in  department  of  construction  and  repair  navy-yard.  New  York,  from 

y»*  June,  1892,  to  May,  1895 2    11 

.    1  On  duty  as  superintending  constructor,  at  Columbian  Iron  Works,  Baltimore, 

Md.,fromMay,  1895,  toJune,  1898 3      1 

On  dut^  as  assistant  to  superintendingconstructor,  Newport  News,  Va.,  and  as 
superintending  constructor  at  the  W.  R.  Trigg  Company,  Richmond,  Va., 

i  from  June,  1898,  to  October,  1901 3      4 

On  duty  as  superintending  constructor,  Bath  Iron  Works,  from  October,  1901, 

1  to  July,  1902 9 

On  duty  as  head  of  department  of  construction  and  repair,  navy-yard,  Forts- 
5  mouth,  N.  H.,  from  July,  1902,  to  October,  1906 4     3 


i 
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Yn.Moi 

On  duty  as  superintending  conBtaructor,  Newport  News,  Va.,  from  October, 

1906,  to  October,  1909 3     5 

On  duty  as  manager  of  manufacturing  department  and  as  manager  of  hull  divi- 

•ion,  navy-yard,  Boston,  from  October,  1909,  to  date S 

The  record  of  promotions  is  as  follows: 

To  assistant  naval  constructor,  July  1, 1891. 

To  naval  constructor,  June  23,  1898. 

Total  service  as  given  in  the  Navy  Register  of  January  1, 1909,  to  that  date: 

Sea  service 2     0 

Shore  or  other  duty 21      5 

Unemployed 2 

Service  record  of  Naval  Constrtuior  R.  M.  Watt,  U.  S.  Navy,  to  January  i,  1910. 
(From  official  navy  registers  and  Individual  raeords  on  file  in  tha  Boraaa  of  Construction  and  Bepalr.] 

Entered  the  service  as  a  naval  cadet  at  the  Naval  Academy,  September  22,  1887; 
graduated  June,  1891,  fourth  in  a  class  of  36  members. 

Tza-Moa. 
Under  special  instruction  University  of  Glasgow,  Scotland,  from  June,  1891,  to 

July,  1893 2    1 

On  duty  in  Bureau  of  Construction  and  Repair,  Navy  Department,  from  August, 

1893,  to  November,  1893 3 

On  duty  as  assistant  to  superintending  constructor,  Wm.  Crunp  A  Sons  Ship 

and  En^ne  Building  Company,  from  November,  1893,  to  August,  1896 2      9 

On  duty  m  department  of  construction  and  repair  navy-yard.  New  York, 

from  Augtist,  1896,  to  September^  1900 4      1 

On  duty  as  assistant  to  superintendrng  constructor,  Morris  Heights,  N.  Y.,  and 

ElizabethiMXt,  N .  J.,  from  September,  1900,  to  March,  1901 6 

On  duty  in  aepartment  of  construction  and  repair  navy-yard,  New  York,  from 

March,  1901,  to  October,  1901 7 

On  duty  as  superintending  constructor.  Fore  River  Ship  and  Engine  Company, 

from  October,  1901,  to  August,  1907 5    10 

On  duty  as  head  of  department  of  construction  and  repair,  manager  of  manu- 
facturing department  and  manager  of  hull  division,  navy-yard,  Norfolk, 
Va.,  from  August,  1907,  to  date 2      5 

The  record  of  promotions  is  as  follows: 
To  assistant  naval  constructor,  July  1,  1893. 
To  naval  constructor,  July  1,  1901. 

Total  amount  of  service  as  given  by  the  Navy  Register  of  January  1, 1909,  of 
that  date: 

Sea  service 6 

Shore  or  other  duty 20      8 

Unemployed * 1 

Service  record  of  Naval  Constructor  J.  D.  Beuret,  U.  S.  Navy,  to  January  1,  1910. 
(From  Official  Navy  Rogistors  and  Individual  records  on  file  In  the  Boreau  of  Construction  and  Bapatr.] 

Entered  the  service  as  a  naval  cadet  at  the  Naval  Academy*  September  7,  1888; 

graduated  June,  1892,  first  of  five  members  of  the  engineer  division  of  cadets. 

Yn  Moa. 

Under  special  instruction  at  Ecole  des  Mines  and  Ecole  du  Genie  Maritime, 
Paris,  France,  from  October,  1892,  to  December,  1895 3      2 

On  duty  in  department  of  construction  and  repair,  navy-yard,  Mare  Island, 
Cal.,  from  January,  1896,  to  July,  1899 3      6 

On  dut)r  as  assistant  to  superintending  constnictor.  Union  Iron  Works,  San 
Francisco,  Cal.,  from  August,  1899,  to  July,  1901 1    11 

On  duty  as  head  of  department  of  construction  and  repair,  naval  station, 
Cavite,  P.  I . ,  from  August,  1901,  to  July,  1903 1    11 

On  duty  in  Bureau  of  Construction  and  Repair,  Navy  Department,  from  Oc* 
tober,  1903,  to  December,  1904 1      2 

On  duty  as  head  of  department  of  construction  and  repair,  manager  of  manu- 
facturing department  and  manager  of  hull  division,  navy-yard,  Puget 
Sound,  nom  December,  1904,  to  ofate [^      1 
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Tb«  record  of  promotions  is  as  follows: 

To  afisistant  naval  constructor,  July  1, 1894. 

To  naval  constructor,  July  Ij  1902. 

Total  amount  of  services  as  given  by  the  Navy  Register,  January  1, 1909,  of 
that  date: 

Yit-Mot. 

Sea  service 2     1 

Shore  or  other  duty 17    10 

Unemployed 5 

Strviee  record  of  Naval  ConUructor  JET.  A,  Evam,  U.  S,  Navy,  to  January  1, 1910, 
(Firom  Offlctal  Navy  Registon  and  Indlvidoal  reooirds  on  flto  In  tiia  Buraau  of  Construction  and  Repair.] 

Entered  the  service  as  naval  cadet  at  the  Naval  Academy,  September  5,  1888; 
graduated  June,  1892,  ninth  in  a  class  of  34  membera. 

Yn.Moi. 
Served  at  sea  on  San  Frandseo  and  other  ships  from  August,  1894,  to  October, 

1896 1      2 

Under  special  instruction.  University  of  Glasgow,  Scotland,  from  November, 

1896,  to  April,n897 -. 1      6 

On  duty  as  assistant  to  superintending  constructor,  Newport  News,  Va.,  from 

May,  1897,  to  June,  1898 1      1 

On  duty,  Key  West,  Fla.,  in  chaige  of  repairs  to  blockading  fleet,  from  June, 

1898,  to  August,  1898 2 

On  duty  in  Bureau  of  Constniction  and  Repair,  Navy  Department,  from 

August,  1898,  to  November,  1898 3 

On  duty  as  assistant  to  supezintendins  constructor,  Morris  Heights,  N.  Y.,  and 

Elizabethport,  N.  J.,  from  November,  1898,  to  August,  1899 0 

On  duty  in  department  of  construction  and  repair,  navy-yard,  Norfolk,  Va., 

from  August,  1899.  to  November,  1904 5      3 

On  duty  as  head  of  department  of  constniction  and  repair,  manager  of  manu- 
facturing department,  and  manager  of  hull  division,  navy-yaid,  Mare 

Island,  Cal.,  from  November,  1904,  to 

The  record  of  promotion  is  as  follows: 

To  ensign,  July  1. 1894. 

To  assistant  naval  constructor,  July  1, 1896. 

To  naval  constructor,  July  1,  1904. 

Total  service  to  January  1, 1909,  as  given  in  the  Navy  Register  of  that  date: 

Sea  service 2    11 

Shore  or  other  duty 16     9 

Unemployed 8 


COMMITTBB  ON   NaYAL  AtfAIHS, 

Tuesday,  February  8,  1910. 
The  committee  met  at  10.30  o'clock  a.  m.,  Hon.  Greorge  E.  Foss 
(chairman)  presiding. 

STATEMENT  OFBEAX-ADMIBAI  CASPAR  F.  GOODRICH,  U.  S.  VAVT. 

The  CHAntBfAN.  We  have  with  us  to-day  Rear-Admiral  Caspar 
F.  Goodrich.  I  would  like  to  ask  you,  Admiral,  how  long  have 
you  been  in  the  navy? 

Admiral  Goodrich.  I  entered  the  navy  in  December,  1861. 

The  Chairman.  When  did  you  retire? 

Admiral  Goodrich.  I  retired  on  the  7th  of  January,  1909. 

The  Chairman.  What  ships  have  you  been  in  command  of  during 
that  period? 
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Admiral  Gk)ODRiCH.  The  yacht  America,  the  Oalena,  the  James- 
towTij  the  Coneordj  the  ConsteUaMonf  the  auxiliary  cruiser  St  Louis, 
the  Newark,  and  the  battle  ship  Iowa,  my  last  command. 

The  Chairman.  Have  you  ever  been  in  command  of  a  fleet  ? 

Admiral  Goodrich.  I  was  commander  in  chief  of  the  Pacific  Squad- 
ron for  a  little  over  two  years,  from  1904  to  1906. 

The  Chairman.  What  duties  have  you  had  at  navy-yards  during 
your  career,  in  a  general  wavl 

Admiral  GtOODRIGH.  I  had  a  brief  spell  of  duty  at  League  Island  in 
1902,  about  six  weeks  in  duration;  I  was  commandant  of  the  Ports- 
mouth Navy-Yard  for  nearly  a  year,  from  the  fall  of  1903  to  the 
summer  of  1904;  I  was  commandant  of  the  navy-yard  at  New  York 
from  the  1st  of  June,  1907,  to  the  15th  of  Mav,  1909,  since  which 
time  I  have  had  no  duty  whatever,  being  retired. 

The  Chairman.  Well,  when  was  it  tnat  the  one-manager  plan, 
sometimes  called  the  "Newberry  plan,"  went  into  operation  at  the 
New  York  Navy-Yard? 

Admiral  Goodrich.  On  the  1st  of  February,  1909. 

The  Chairman.  I  wish  you  would  give  the  committee,  in  your  own 
wav,  your  honest  judgment  as  to  the  value  of  the  Newberry  plan. 

Admiral  Goodrich.  With  your  permission,  Mr.  Chairman,  I 
would  like  to  define  my  attitude  toward  the  Question  of  navy-yard 
management,  because  1  think  then  you  can  better  api>reciate  my 
position  and  whatever  I  may  have  done  in  that  connection.  For  a 
great  many  years  I  have  been  much  interested  in  the  question  of 
shop  management;  I  have  profited  by  such  opportunities  as  I  have 
had  to  visit  various  shops;  I  have  read  different  literature  on  the 
subject  of  shop  management,  and  I  have  long  held  the  opinion  that 
our  methods  of  shop  management  in  the  navy-yards  might  be  im- 
proved. For  a  long  time  I  have  wanted  to  see  some  one  of  the 
several  approved  methods  of  shop  management  introduced  into  our 
navy-yards,  realizing  that  thereby  great  economies  and  increased 
rapidity  of  work  might  be  secured.  Now,  shop  management  depends 
upon  two  things — ^mrst,  the  knowledge  of  how  much  work  a  man  can 
do  in  a  given  time  and,  second,  how  to  induce  the  man  to  work 
faithfully  during  that  time.  Workmen,  even  if  they  know  how  much 
they  can  do,  won't  tell  you;  the  reason  why  is  very  obvious;  they  do 
not  want  to  be  pushed  to  greater  exertion  and  get  no  more  money 
for  it;  again,  in  many  cases  they  do  not  really  know  how  much  they 
can  do.  It  is  necessary  to  determine,  in  order  that  you  maj  manage 
a  shop  properly,  what  a  day's  work  reallv  means,  and  that  involves  a 
very  careful  study  of  all  the  operations  tnat  take  place  in  a  shop. 

It  is  a  fact  that  no  matter  what  the  mechanical  operation  may  be, 
however  simple  its  nature,  there  is  a  definite  law  which  governs  it. 
To  illustrate:  Nothing  could  be  simpler  than  picking  up  pigs  of 
iron  from  a  pile  alongside  of  a  railroad  track,  walki^  up  a  gang- 
plank, and  stacking  those  pigs  on  a  platform  car.  That,  however,  is 
governed  by  a  physical  law  that  has  been  determinea  by  careful 
experiment.     The  law  is  this:  After  carrying  a  certain  number  of 

Eigs,  a  man  becomes  tired.  What  does  that  mean?  It  means  that 
e  has  expended  a  certain  amount  of  his  vital  tissues.  If  you  let  the 
man  sit  down  and  rest  for  a  few  minutes,  then  the  circulation  of  the 
blood  will  repair  the  waste  of  those  tissues  and  he  can  take  up  hia 
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pigs  and  go  on.  The  careful,  systematic,  and  scientific  investigation 
of  this  one  particular  operation  resulted  in  an  industrial  works,  which 
I  won't  mention — ^I  prefer  not  to  bring  in  any  names — ^in  increasing 
the  number  of  tons  of  pig  iron  which  a  man  could  move  in  that  way 
during  the  day  from  12 J  tons  to  47  tons,  and  at  the  end  of  the  day 
the  man  was  no  more  tired,  after  moving  47  tons  in  this  way,  than  he 
had  been  previously  in  moving  12^  tons.  He  was  made  to  move  so 
many  pigs,  and  then,  no  matter  how  he  felt,  he  was  obliged  to  sit 
down  and  rest  a  certain  number  of  minutes,  then  to  begin  picking 
them  up  again.  Again,  take  shoveling  sand,  pea  coal,  or  similar 
material.  That  is  certainly  a  simple  operation,  but  it  is  also  governed 
by  a  definite  physical  law  and,  just  as  in  the  case  of  the  man  with 
the  pig  iron,  notable  results  have  been  secured,  in  this  connection. 

A  careful  study  of  this  particular  operation  revealed  the  fact,  among 
other  things,  that  the  men  in  this  industrial  establishment  had  been 
using  shovels  that  were  too  small;  a  man  was  about  as  much  tired 
after  using  a  small  shovel  as  he  had  been  when  using  a  larger  shovel. 
The  experts  engaged  on  this  subject  determined,  by  careiul  exami- 
nation and  experiment,  that  a  man  became  practically  as  much 
fatigued  throwing  13  pounds  with  his  shovel  as  he  would  m  throwing 
23  pounds.  So  they  got  bigger  shovels,  that  would  hold  23  pounds 
of  material.  As  a  result  of  the  introduction  of  these  new  methods, 
following  their  scientific  investigation,  a  saving  was  effected  in  that 
industrial  establishment  in  the  wages  paid  for  common  labor  of 
$100,000  in  one  year.  If  you  will,  take  a  man  at  a  lathe  in  a  machine 
shop.  The  old-fashioned  way  is  for  the  foreman  to  come  along  and 
say,  '*Bill,  you  turn  that  piece  so  and  so,''  and  Bill  puts  it  into  his 
lathe  and  he  turns  it  as  he  thinks  best. 

The  scientific  way,  however,  is  very  different  from  that;  it  pre- 
scribes, down  to  the  most  minute  detail,  how  that  work  is  to  be  done; 
it  leaves  nothing  at  all  to  the  judgment  of  the  individual  workman. 
For  example,  at  one  end  of  the  lathe  you  have  a  belt  or  motor  to 
drive  the  lathe,  putting  into  it  a  certain  amount  of  horsepower;  you 
have  the  piece  of  met^  to  be  turned  on  the  lathe  and  you  have  the 
cutting  tools.  The  modern  way  of  performing  that  operation  leaves 
nothii^  to  guesswork  or  opinion,  for  there  is  a  mathematical  equation 
which,  when  worked  out,  will  tell  exactly  how  to  get  the  maximum 
product  from  that  lathe.  This  equation  contains  no  less  than  nine 
variables,  in  some  cases  more;  evidently  a  very  complicated  formula. 
Yet  to  run  a  shop  scientifically  that  equation  has  to  be  worked  out 
for  every  single  piece  of  work  done  on  every  machine;  fortunately 
there  are  mechanical  appliances  by  which  this  equation  can  be  solved 
in  each  case,  taking  into  account  the  elements  representing  the  charac- 
ter of  the  machine,  the  amount  of  horsepower  available,  the  size  and 
nature  of  the  work,  the  shape  and  auaJity  of  the  cutting  tool,  etc. 
Instead  of  doing  the  work  as  he  thinKs  best,  Bill  is  told  he  must  do 
that  piece  of  work  in  a  certain  way;  that  he  must  use  a  certain  shape 
of  tool,  drive  his  lathe  at  a  certain  speed,  have  the  feed  of  the  cutting 
tool  so  much  and  the  depth  of  the  cut  so  much.  In  that  manner  the 
output  of  an  industrial  plant  can  be  enormously  increased. 

Ir  I  do  not  bore  you^  I  will  give  you  one  single  example  of  the 
result  of  introducing  this  scientific  management  mto  a  shop  in  New 
England;  which  has  always  been  one  of  the  best  managed,  organized, 
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and  equipped  shops  in  the  whole  country.  Again  I  do  not  feel  at 
liberty  to  mention  names.  The  vice-president,  thinking  that  per* 
haps  he  might  obtain  a  bigger  output  for  the  money  spent,  employed 
an  expert  who  has  devoted  his  life  to  the  question  of  now  to  get  the 
utmost  out  of  machinery,  and  asked  him  whether  he  believed  he 
could  increase  the  output  of  that  shop.  The  expert  repUed,  "Why, 
undoubtedly;  I  am  sure  I  can  increase  the  output  of  any  tool  you 
have  here."  The  vice-president  answered,  "You  can  not  do  it." 
The  expert  said,  "Show  me  your  best  machine  and  your  best  man 
and  I  will  see  what  I  can  do.".  The  vice-president  took  the  expert 
out  in  the  shop  and  pointed  out  a  first-class  machine  and  a  workman 
who  had  been  doing  the  same  operation  on  it  for  years  very  success- 
fully. "Well,  do  you  think  you  can  improve  that?"  "I  am  quite 
sure  I  can,"  said  the  expert.  He  made  a  careful  study  of  this  ma- 
chine to  get  the  vatiables  for  his  mathematical  equation.  After 
working  it  out  he  changed  the  speed  of  the  machine  and  told  the 
workman  exactly  what  he  had  to  do,  leaving  nothing  to  the  workman's 
judgment.  The  output  of  that  machine  was  doubled  at  once.  The 
same  procedure  was  extended  to  the  rest  of  the  factory,  and  in  no 
case  was  any  machine's  output  less  than  doubled.  In  some  instances 
the  output  was  multiplied  nine  times.  The  brains  of  a  properly  con- 
ducted mdustrial  establishment  run  on  scientific  lines  are  m  what  is 
called  the  "planning"  department,  where  every  bit  of  information  is 
gathered  together  and  wnence  the  detailed  orders  for  each  job  are 
issued,  nothing  being  left  to  chance  or  to  any  man's  individual 
judgment.  In  order  to  get  the  best  results  it  has  been  found  neces- 
sary to  issue  written  oraers.  Sometimes  the  various  steps  of  one 
operation  may  be  described  on  a  sheet  of  paper  as  bi^  as  foolscap. 

The  next  question  is  how  to  make  men  work  under  this  system? 
You  can  pay  a  man  either  by  the  day  or  by  the  piece.  If  you  pay 
by  the  day,  it  is  unjust  to  the  employer  because  a  man  is  tempted  to 
loaf;  if  you  pay  by  the  piece,  the  chances  are  that  you  are  unjust 
to  the  employee.  There  are  a  great  many  variations  from  these 
initial  forms  of  payment,  but  the  one  which  seems  to  be  the  most 
approved  at  present  is  that  by  which  a  workman  is  assured  the 
standard  wages  of  the  locality.  If  the  wages  in  that  neighborhood 
are  two  dollars  and  a  half  a  day.  he  ^ets  his  two  dollars  and  a  half,  pro- 
vided, of  course,  he  is  reasonably  faithful;  here,  therefore,  is  no  ques- 
tion of  a  man  being  ground  down;  on  the  other  hand,  in  his  detailed 
instructions  for  each  operation  there  is  a  certain  amount  of  time 
allowed,  and  the  man  is  told,  '^If  you  will  do  this  work  in  the  time 
given  on  this  piece  of  paper,  or  in  less  time  than  that,  we  will  give  you 
a  certain  bonus;  if,  however,  in  doing  it  you  take  more  time  than  is 
allowed,  you  simply  get  your  daily  wage."  The  result  is  that  men 
working  \mder  the  bonus  system  get  from  30  to  60  per  cent  above 
the  wages  current  in  their  vicinity.  In  that  lies  the  inducement  to 
put  forth  one's  best  efforts.  Its  advocates  hold  that  scientific  shop 
management  is  aimed  more  than  anything  else  at  the  moral  and 
physical  uplifting  of  the  workmen.  Since  exact  knowledge  has  taken 
the  place  of  guesswork  it  becomes  necessary  to  differentiate  much  of 
the  task  of  superintendence.  Conseciuently,  one  man  in  the  shop  is 
known  as  the  speed  boss,  whose  business  it  is  to  see  that  every  tool 
is  running  at  its  proper  speed.    On  the  other  hand,  there  is  another 
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who  is  responsible  for  quality — that  is,  he  is  an  inspector,  and  he 
must  see  tnat  the  quality  is  not  permitted  to  suffer.  A  third  man 
has  charge  of  all  the  belts  in  the  establishment,  to  see  that  they  are 
kept  in  good  order,  taken  off,  cleaned  and  oiled  after  stated  intervab 
and  put  l)ack  again  at  the  proper  tension^  etc. 

NaturaUy,  when  I  became  acquainted  with  results  of  the  kind  men- 
tioned, I  felt  a  great  desire  to  have  similar  if  not  identical  methods 
introduced  into  our  navy-yards,  and  that  was  my  ultimate  object  in 
all  of  the  recommendations  I  made  relative  to  navy-yard  consolida- 
tion. But  I  realized  tjjat  under  the  navy-yard  organization  that 
existed  when  I  took  command  at  New  York  it  was  impossible  to 
think  of  adopting  any  system.  There  were  no  less  than  fiveindustrial 
establishments  within  the  navy-yard  wall.  It  was  necessary  to  first 
consoUdate  and  reoi^anize  them  and  get  things  on  a  fairly  good  basis 
before  we  could  take  up  the  consideration  of  shop  management. 
This  recital,  gentlemen,  will  account  for  the  interest  I  have  taken  in 
this  matter.  I  have  taxed  your  time  and  patience  too  much,  I  am 
idfraid,  but  I  wanted  you  to  hear  how  I  happened  to  identify  myself 
with  this  subject  of  industrial  economics. 

Navy-yards  are  military  establishments,  but  they  have  certain 
divisions*^  of  an  industrial  character  which  relate  to  construction,  to 
repair,  and  to  supply;  although  industrial  in  nature,  they  are  under 
military  organization.  They  may  be  defined  as  industrial  establish* 
ments  with  a  militarv  purpose.  Now,  you  can  not  expect  a  fleet  to 
be  in  good  shape  unless  the  officers  who  man  that  fleet  have  a  say; 
they  must,  of  necessity,  tell  the  people  on  shore  who  do  the  work 
what  they  want,  and  they  must  nave  their  way,  and  it  is  for  that 
reason  I  feel  that,  so  far  as  the  character  of  the  work  is  concerned, 
the  seagoing  officer  should  be  dominant.  They  are  the  ones  who 
know  what  should  be  done,  and  they  are  the  ones  to  make  their  wants 
known,  and  it  \b  for  the  people  at  the  shore  stations  to  supply  the 
seagoing  officers  with  what  tney  require  for  the  proper  discharge  of 
their  duties.  When  I  say  seagoing  officers  I  mean  those  that  go  to 
sea.  Surgeons  and  paymasters  are  interested  in  things  on  board 
ship;  the  surgeon  is  in  charge  of  the  sick  bay  and  the  operating 
room,  etc.;  the  paymaster  has  the  storerooms,  but  they  are  not 
interested  to  the  same  extent  as  the  line  officers,  compared  with 
whose  interests  theirs  are  only  a  drop  in  the  bucket.  As  far  as  the 
fleet  and  the  navy-yards  are  mutualR^  concerned,  you  may  say  that 
the  line  officers  are  responsible  for  efficiency;  that  is  to  say,  for  the 
adaptation  of  the  means  to  the  end.  The  work  done  by  the  navy- 
yards  for  the  ships  must  be  under  the  eye  of  the  line  officers,  who  pre- 
scribe what  that  work  shall  be  and  who  inspect  it  while  being  done 
and  who  pass  judgment  on  its  efficiency  at  all  times.  On  the  other 
hand,  the  navy-yard  people  are  responsible  for  economy.  It  is 
their  business  to  see  that  the  work  be  done  with  the  utmost  rapidity 
and  with  the  least  possible  expenditure  to  the  Government. 

I  have  been  asked  to  speak  of  the  Newberry  system  which  I  saw 
inaugurated  in  the  yard  that  I  had  the  honor  to  coinmand.  I  saw, 
as  far  as  it  was  practicable  in  the  Umited  time,  a  fair  beginning  to- 
ward the  estabUshment  of  a  system  the  results  of  which,  even  with 
the  imperfect  organization  possible  in  so.  short  a  tiine,  were  to  me 
quite  pnenomenw.     Looking  at  the  Newberry  system  in  a  broad  way, 
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the  feature  that  most  appealed  to  me  as  a  Une  officer  was  the  absolute 
dominance  of  the  hne;  what  the  Une  wanted  the  line  had;  the  com- 
mandant was  absolute  in  his  powers;  there  was  not  a  thing  done  at 
the  navy-yard  at  New  York,  not  a  single  thing,  that  was  not  by  my 
knowledge  and  my  consent;  the  naval  constructor,  who  became  the 
manager  of  the  manufacturing  department,  never  took  a  single  step 
without  consulting  me;  he  gave  no  subsidiary  orders  that  were  not 
issued  "by  direction  of  the  commandant."  So  much  for  the  com- 
mandant's control.  And  the  Une  officers  had  a  grip  on  the  navy- 
yard  work  that  was  unparalleled  in  naval  lystory.  The  work  done 
for  ships  out  of  commission  or  ships  under  construction  by  the  naval 
constructor  was  no  longer  inspected  by  him  and  pronounced  to  be 
good,  but  the  work  done  by  tne  manager  of  the  oianufacturing  de- 
partment was  inspected  by  Une  officers,  the  yard  inspectors,  who 
were  responsible  that  the  work  done  by  him  was  properly  done,  the 
materials  and  workmanship  both  being  good.  So  lar  as  ships  in  com- 
mission were  concerned,  the  captain  was  absolutely  paramount;  but 
he  was  held  responsible  by  the  conmiandant  for  all  the  work  done  on 
his  ship.  Naturally^  he  could  not  be  everywhere  at  once;  he  had 
other  tnings  to  attend  to,  and  he  made  his  subordinates  inspectors  of 
the  work  done  on  the  ship.  Those  were  Une  officers,  whose  duty  it 
was  to  follow  the  work  up  from  the  drafting  room,  through  the  pat- 
tern shop,  the  foundry,  and  the  machine  shop  until  it  was  fixea  on 
the  ship  in  its  place. 

At  any  point  these  seagoing  officers  had  the  right  to  say,  ''Stop; 
this  work  is  not  going  to  my  satisfaction."  Moreover,  every  job 
order  had  to  be  brought  to  completion,  in  the  end,  to  the  satisfac- 
tion of  the  captain  or  there  was  a  first-class  row.  The  ship's  officers 
were  responsible,  as  I  say,  for  every  single  thing  done  aboard  the 
ship,  ana  even  while  it  was  in  the  shops  it  was  under  their  supervi- 
sion. When  the  ships  of  the  Atlantic  Fleet  were  being  repaired  their 
officers  were  in  every  shop  in  the  yard,  inspecting  the  work.  It 
seems  to  me  that  the  man  who  drives  the  team  is  the  real  boss.  One 
of  the  ablest  captains  of  the  Atlantic  Fleet — a  man  whose  name  you 
would  recognize  if  I  mentioned  it — the  man  that  I  would  rather  have 
with  me  in  trouble  than  any  other  captain  in  the  fleet,  told  me  only 
a  short  time  ago  that  when  he  had  taKen  his  ship  to  a  navy-yard  to 
be  repaired  under  the  Newberry  scheme  he  called  together  his  officers, 
whom  he  had  appointed  to  be  inspectors  of  the  work,  and  told  them 
substantially  in  these  words:  "Gentlemen,  for  the  first  time  in  the 
history  of  the  Navy  of  the  United  States  the  Une  is  on  top;  the  yard 
has  got  to  do  just  exactly  what  we  seagoing  officers  want,  and  that 
being  the  case,  you  are  my  inspectors  for  the  work  that  is  to  be  done 
on  board  this  ship.  I  shall  hold  you  personally  responsible;  do  not 
come  to  me  after  we  have  left  the  navy-yard  and  complain  that  the 
navy-yard  did  not  do  so  and  so;  if  the  navy-yard  has  not  done  so 
and  so  it  is  your  fault  and  you  will  hear  from  me."  And  then  he 
added,  ''It  is  my  only  fear,  gentlemen,  that  under  this  present  scheme 
the  line  officers  have  so  much  power  that  the  constructors  will  not 
stand  for  it  and  they  themselves  will  have  this  scheme  abrogated  or 
aboUshed."  There  was  an  opinion  based  on  the  experience  of  one 
of  the  best  captains  we  have  got. 

Another  feature  of  the  Newberry  scheme  that  commends  it  to  mj 
judgment  is  that  it  is  a  scheme  not  only  for  peace,  but  for  war.    If 
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war  had  broken  out  three  months  after  that  scheme  was  introduced 
there  would  have  been  no  change  of  any  consequence  in  the  navy- 
yards;  everything  would  have  run  along  on  practically  the  same  hnes 
as  during  peace.    That  I  consider  to  be  an  inestimable  advantage. 

The  fundamental  points  of  the  Newberry  scheme  were  efficiencj,  as 
secured  by  this  rigici  inspection  by  the  Ime;  economy,  by  enjoming 
upon  all  the  officers  at  the  navy-yards  to  study  the  best  possible 
methods  of  management  so  as  to  get  the  best  possible  results  for  the 
money  expended;  rigid  accountability  on  the  part  of  the  comman- 
dant, who,  at  the  same  time  with  this  great  responsibility  was  ^ven 
adequate  power — and  you  can  not  divorce  power  from  responsibJity. 
One  of  the  advantages  of  the  scheme  was  tnat  the  inspectors  who  had 
been  in  charge  of  vard  departments  in  many  instances,  and  therefore 
had  been  confined  to  their  desks  a  greater  part  of  the  working  day, 
were  freed  from  that  desk  work  and  able  to  go  into  the  shop  to  watch 
the  work.  They  were  not  simplv  office  men;  they  were  shopmen, 
and  they  could  spend  just  as  mucli  time  as  they  pleased  in  the  shops 
for  their  own  betterment.  As  far  as  the  younger  officers  were  con- 
cerned there  was  no  great  change;  if  they  wanted  to  learn  about  shop 
work  they  could  spend  as  much  time  as  they  could  spare  from  their 
other  duties.  If  tney  did  not  want  to  do  that  they  did  not  profit  by 
the  experience. 

Now,  the  opportunities  for  learn  nt  shopwork,  naturally,  became 
very  great,  because  while  the  work  in  the  shops  was  being  carried  on 
the  seagoing  officers  could  go  there  and  study  the  different  mechanical 
processes,  nlien  you  send  a  boy  to  school  all  of  you  make  it  a  point 
to  select  the  best  school  that  you  can  find,  and  it  seems  to  me  that  if 
we  have  in  our  navy-yards  shops  that  are  modem  in  equipment  and 
scientific  in  management  we  wul  have  the  very  best  possiole  schools 
for  officers  who  desire  to  perfect  themselves  in  mechanical  processes. 
If,  however,  our  shops  are  antiquated,  are  not  run  in  the  best  possible 
way,  then  the  educational  features  will  be  less  desirable. 

1  will  say,  as  a  sort  of  personal  note  in  concluding,  that  my  attitude 
toward  the  Newberry  scheme  was  this:  It  was  a  positive  order  from 
the  Secretary  of  the  Navy,  approved  by  the  President  of  the  United 
States.  It  was  therefore  my  duty,  as  a  subordinate,  to  (Jo  my  level 
best  to  make  that  scheme  a  success;  it  was  the  duty  of  every  officer 
in  the  navy  to  lend  it  his  loyal  and  hearty  support,  whether  he  believed 
in  it  or  not.  If  the  time  ever  comes  when  officers  obey  only  such 
orders  as  they  like  I  think,  as  we  say  on  board  ship,  that  it  will  be 
time  to  "clew  up  and  furl."  And  in  the  same  way,  if  I  were  com- 
mandant of  a  navy-yard  to-day,  I  would  make  it  my  business  to  see 
that  the  present  scheme  was  pushed  through  to  the  utmost  possible 
efficiency;  I  would  hold  every  one  of  my  subordinates  to  the  most 
thorough  performance  of  his  duty  in  that  respect,  and  that,  whether 
I  thought  well  of  the  scheme  or  did  not  think  well  of  the  scheme;  my 
duty  would  be  plain.  If  schemes  are  carried  out  in  that  spirit,  I  do 
not  care  what  the  schemes  may  be,  they  will  stand  or  fall  on  their 
merits,  but  if  they  are  not  carried  out  in  that  spirit  it  is  impossible  to 
say  whether  the  failure  is  due  to  the  scheme  itself  or  to  the  people 
who,  supposed  to  carry  it  out,  practically  emasculate  it. 

The  (Airman.  We  would  like  to  ask  you  a  few  questions,  if  you 
have  no  objection.  Is  it  your  judgment  that  the  Newberry  scheme 
had  a  fair  triall 
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Admiral  Goodrich.  I  know  so  well,  Mr.  Chairman,  how  much  time 
is  consumed  in  introducing  a  change  in  the  shop  management  of 
even  the  best  equipped  ana  organized  shops,  without  any  consolida- 
tion, that  I  should  say  the  commandants,  the  managers,  and  the 
other  officers  of  the  navy-yards  would  have  done  extremely^  well  had 
they  succeeded  in  putting  the  Newberry  scheme  into  fairly  good 
working  shape  withm  one  year.  During  the  second  year  the  scheme 
would  have  shown  itself  either  a  success  or  a  failure. 

The  Chaikman.  When  was  the  first  evidence  of  its  being  changed! 

Admiral  Goodrich.  It  is  difficult  to  say  exactly. 

The  Chairman.  As  it  appeared  to  you  as  commandant  of  the  New 
York  yard? 

Admiral  Goodrich.  As  soon  as  I  heard  that  a  board  had  been 
appointed  to  revise  the  regulations,  that  is,  the  first  board,  composed 
of  Admiral  Wainwright,  Admiral  Potter^  and  Captain  Osterhaus 

The  Chaibkan.  Tnat  was  before  the  Sperry  Board  t 

Admiral  Goodrich.  That  was  before  the  Sperry  Board.  I  felt  that 
a  change,  either  physically  or  in  spirit,  was  iiupending. 

The  Chairman.  And  then  that  was  followed  by  the  appointment 
of  the  Sperry  Board  last  March? 

Admiral  Goodrich.  The  appointing  of  the  Sperry  Board  confirmed 
my  belief  that  possibly  things  were  not  going  to  be  left  as  they  were. 

The  Chairman.  But  when  was  the  first  change  in  the  yard  made? 

Admiral  Goodrich.  The  first  definite  change  in  the  yard,  Mr. 
Chairman,  occurred  after  I  had  been  relieved  from  command. 

Mr.  Roberts.  The  1st  of  July,  wasn't  it? 

Admiral  Goodrich.  The  1st  of  July. 

The  Chairman.  Did  you  occupy  any  position  in  connection  with 
other  navy-yards  under  the  last  administration,  during  the  Secie- 
tarvship  of  Mr.  Newberry? 

Admiral  Goodrich,  xes,  sir;  Mr.  Newberry  appointed  me  gen- 
eral inspector  of  navy-yards  in,  I  think,  February,  possibly  Januarv, 
and  those  orders  were  mst  modified  and  later  countermanded,  I  think, 
about  the  middle  of  April.  I  can  not  give  the  exact  dates.  Under 
those  orders  I  did  no  duty,  as  I  was  too  busy  at  my  own  yard. 

The  Chairman.  Was  anyone  appointed  in  your  place? 

Admiral  Goodrich.  No,  sir. 

The  Chairman.  What  were  your  orders — ^what  was  the  duty  of  the 
inspector? 

Admiral  Goodrich.  That  from  time  to  time  I  should  visit  the  dif- 
ferent navy-yards,  inspect  them,  and  report  to  the  Secretary  of  the 
Navy  their  condition,  and  make  such  recommendations  as  I  thought 
desirable  in  order  to  secure  uniformity  of  practice  at  the  different 
yards. 

The  Chairman.  Was  it  to  thoroughly  install  the  Newberry  plan  in 
the  different  yards? 

Admiral  Goodrich.  Yes,  sir;  to  make  the  installation  of  the  New- 
berry plan  the  same  at  all  yards. 

Mr.  Padqett.  I  want  to  ask  a  few  Questions.  You  spoke  about 
the  impressions  that  were  made  when  tne  first  board  was  appointed 
and  confirmed  by  the  appointment  of  the  Sperry  Board.  1  will  ask 
you  whether  or  not  at  tnat  time,  when  those  boards  were  appointed, 
It  was  published  in  the  press  that  changes  were  to  be  made  or  were 
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contemplated — that  thoae  changes  were  impending  and  that  that 
impression  went  all  over  the  country. 

Admiral  Goodrich.  I  can  not  say,  Mr.  Padgett,  whether  I  derived 
my  information  from  the  newspapers.  But  there  was  a  general  feel- 
ing in  the  atmosphere  that  some  change  was  contemplated. 

Mr.  Gregg.  You  spoke  about  one  of  the  features  of  the  Newberry 
plan  that  you  thought  was  especially  valuable,  that  of  the  complete 
dominance  of  the  hhe  officers  over  the  work.  Now,  has  that  domi- 
nance been  changed  since  the  Newberry  plan  was  abrogated,  or  do 
the  line'  officers  still  have  that  dominance  in  the  work  and  in  the 
character  of  the  work? 

Adn^ral  Goodrich.  Will  you  excuse  me  if  I  do  not  speak  about 
Mr.  Meyer's  planf 

Mr.  Gregg.  I  asked  you  whether  there  was  any  change;  I  did  not 
ask  you  for  any  opinion.  However,  I  will  not  insist.  I  asked  you  if 
that  dominance  still  existed  or  did  not  exist.  If  you  do  not  care  to 
answer,  all  right. 

Admiral  Goodrich.  I  really  have  not  studied  the  new  plan  suffi- 
ciently to  answer  that  question  with  accuracy. 

The  Chairman.  Well,  how  does  it  compare  with  the  conditions 
that  existed  at  the  navy-yards  for  a  couple  of  years  before  the  installa- 
tion of  the  plan,  as  to  the  matter  of  economy,  for  instance? 

Admiral  Goodrich.  My  opinion  was  that,  at  the  New  York  yard 
alone,  a  saving  of  anywhere  from  a  half  a  million  dollars  a  year  to 
$1,000,000  a  year  was  clearly  in  sight  through  the  Newberry  plan. 

The  Chairman.  You  mean  the  saving  of  a  million  dollars  or  a  half 
a  milhon  dollars  a  year? 

Admiral  Goodrich.  Yes,  sir;  was  clearly  in  sight;  that  was  my 
opinion. 

The  Chairman.  Under  the  consolidated  plan? 

Admiral  Goodrich.  Yes,  sir. 

The  Chairman.  Under  tne  previous  plan,  how  many  managers  did 
they  really  have  there? 

Admiral  Goodrich.  There  were  five;  five  officers  in  charge  of 
manufacturing  departments. 

The  Chairman.  You  beUeve  one  manager  is  better  than  five? 

Admiral  Goodrich.  Unquestionably. 

The  Chairman.  Is  it  better  than  two? 

Admiral  Goodrich.  May  I  be  permitted  not  to  answer  that  ques- 
tion? 

The  Chairman.  Have  you  anything  further  to  state  on  the  question 
of  economv? 

Admiral  Goodrich.  Why,  Mr.  Chairman,  the  economies  were  at 
eveiy  turn. 

The  Chairman.  Could  you  state,  in  a  general  way? 

Admiral  Goodrich.  The  details  of  the  economies  which  we  thought 
were  showing,  during  the  short  time  that  I  was  at  the  yard,  after  the 
adoption  of  the  Newberry  plan,  are  all  given  in  the  first  volume  of  the 
hearings  before  your  committee. 

The  Chairman.  What  pages? 

Admiral  Goodrich.  From  145  on. 

The  Chairman.  Whose  hearing  is  this? 

Admiral  Goodrich.  These  are  my  own  letters  and  reports  that  were 
sent  out. 
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Mr.  Greoo.  Are  they  in  the  Secretary's  hearings! 

Admiral  Goodrich.  I  do  not  know. 

Mr.  Roberts.  Mr.  Chairman,  I  would  like  to  ask  the  admiral  a 
question  or  two.     I  understood  you  to  say  that  under  the  so-called 

Newberry  plan"  the  line  officers  dominated  in  the  yard  and  could 
^ve  their  orders  as  to  the  character  of  what  they  wanted  done,  and  if 
it  was  not  done  there  would  be  a  first-class  row.  I  want  to  ask  if 
there  were  any  first-class  rows  in  the  navy-yard  while  you  were 
commandant! 

Admiral  Goodrich.  None  whatever. 

Mr.  Roberts.  Then  why  do  you  say  there  would  be  a  first-class 
row  if  the  line  officer^s  orders  were  not  followed  by  the  constructor- 
manager  in  the  yard  ? 

Admiral  Goodrich.  I  have  no  doubt  that  the  line  officers  and 
constructor  pulled  together.  What  I  mean  is  this,  Mr.  Roberts, 
that  the  line  officers  had  the  right  to  say  that  things  shall  be  done  to 
a  certain  end,  but  I  do  not  see  how  a  line  officer  can  be  interested  in 
whether  that  particular  piece  of  work  is  put  into  the  lathe  or  into  the 
planing  machme,  as  long  as  he  gets  the  results;  what  he  wants  is  the 
results. 

Mr.  Roberts.  Well,  you  were  in  the  New  York  yard  under  the 
Newberry  plan  for  about  four  months  and  a  half! 

Admiral  Goodrich.  No,  sir;  less  than  that. 

Mr.  Roberts.  From  the  1st  of  February  to  the  15th  of  May. 

Admiral  Goodrich.  Three  and  a  half  months. 

Mr.  Roberts.  Were  there  any  complaints  from  any  of  the  line 
officers  that  they  were  not  getting  the  character  of  work  they  wanted! 

Admiral  Goodrich.  None  at  all. 

Mr.  Roberts.  Did  you  know  of  any  complaints  from  any  other 
yards! 

Admiral  Goodrich.  That  I  couldn't  say:  no,  sir. 

Mr.  Roberts.  I  asked  you  whether  vou  knew  of  any! 

Admiral  Goodrich.  I  don't  know  of  any. 

Mr.  Roberts.  You  said  you  were  given  orders  to  act  as  inspector 
of  vards! 

Admiral  Goodrich.  Yes. 

Mr.  Roberts.  Who  gave  those  orders! 

Admiral  Goodrich.  The  Secretary  of  the  Navy.  Mr.  Newberry. 

Mr.  Roberts.  And  you  said  those  orders  were  later  modified  and 
subsequently  revoked? 

Admiral  Goodrich.  Yes,  sir. 

Mr.  Roberts.  Who  modified  and  revoked  those  orders! 

Admiral  Goodrich.  The  Secretary  of  the  Navy,  Mr.  Meyer. 

Mr.  Roberts.  In  Mr.  Meyer's  time! 

Admiral  Goodrich.  Yes,  sir. 

Mr.  Roberts.  Did  you  know,  in  your  management  of  the  navv- 
yard,  of  any  discrepancies  in  the  Newberry  plan  that  needed  to  be 
remedied? 

Admiral  Goodrich.  The  broad  lines  were  fundamental  and  required 
no  change,  but  we  were  constantly  finding  small  changes  in  details, 
what  you  might  call  adjustments,  necessary  from  day  to  day.  The 
change  was  so  radical,  Mr.  Roberts,  that  it  was  impossible  to  perfect 
all  the  details  at  once. 
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Mr.  Roberts.  Were  any  changes  made  in  the  Newberry  plan,  any 
substantial  changes,  while  you  were  in  the  yardi 

Admiral  Goodrich.  No;  none  that  I  can  remember. 

Mr.  KoBERTS.  As  a  matter  of  fact,  weren^t  the  greatest  economies 
under  the  Newberry  plan  brought  about  by  the  consolidation  of  shops? 

Admiral  Goodrich.  I  am  not  ready  to  say  that  the  greatest  part 
of  the  economy  was  due  to  that. 

Mr.  Roberts.  Wasn't  a  great  part? 

Admiral  Goodrich.  Oh,  a  large  part,  unquestionably. 

Mr.  Roberts.  You  will  recall,  possibly,  that  the  committee  has  been 
very  insistent  upon  the  consolidation  of  shops  before  the  Newberry 
plan  went  into  effect,  as  being  an  economy  which  was  very  desirable? 

Admiral  Goodrich.  Yes. 

Mr.  Roberts.  In  navy-yard  management.  As  a  matter  of  fact, 
the  Newberry  plan  did  consolidate  the  shops? 

Admiral  GtOODRich.  Yes,  sir.  The  consoUdation  of  shops  was  the 
starting  point;  it  was  the  foundation  stone;  nothing  was  possible 
until  we  nad  consolidated  the  shops;  but  you  asked  me  whether  the 
economies  brought  about  were  more  largely  due  to  that  consolidation 
than  to  the  concentration  of  management,  and  I  can  only  say  that  in 
my  judgment,  yes;  but  I  wouldn't  be  sure  of  the  fact,  Mr.  Koberts. 

"Mr.  Roberts.  NOw  I  want  to  ask  you  as  to  another  feature.  Un- 
der the  Newberry  plan  was  there  any  cost-accounting  system,  any 
scientific  cost-accounting  system? 

Admiral  Gk>ODRiCH.  Mr.  Newberry  had  a  central  cost-accounting 
system  in  view. 

Mr.  Roberts.  But  it  never  was  adopted  under  his  plan? 

Admiral  Goodrich.  No,  sir;  it  was  not  ready.  The  central 
accounting  office  had  been  suggested  by  several  persons,  but  it  was 
not  adopted  in  Mr.  Newberi^s  time.  I  understand  it  has  been 
adopted  since. 

Mr.  Roberts.  Do  you  know.  Admiral,  of  any  changes  made  in  the 
Newberry  plan  as  the  result  of  the  Sperry  Board's  findings?  Do  you 
know  if  changes  were  made  as  a  result  of  the  Sperry  Board's  delibera^ 
tions?  ^ 

Admiral  Goodrich.  I  do  not  know,  Mr.  Roberts. 

Mr.  Roberts.  It  has  been  represented  to  us  that  the  only  changes 
made  in  the  Newberry  plan,  as  the  result  of  the  Sperry  Board's  find- 
ing, were  such  changes  as  that  board  was  unanimous  on,  and  that 
board  was  made  up  of  the  bureau  chiefs  here.  You  spoke  of  another 
feature  on  which  I  want  to  ask  you  a  question  or  two.  i  ou  said,  under 
the  Newberry  plan,  in  case  war  should  break  out  the  navy-yard  man- 
agement woula  go  on  just  the  same.  The  Newberry  plan,  if  I  under- 
stand it,  called  ror  the  detail  of  line  officers  in  the  yards  as  inspectors. 
Do  you  mean  that  in  case  of  war,  under  the  Newberry  plan,  those 
officers  would  still  have  remained  in  the  yards  as  inspectors? 

Admiral  Goodrich.  I  had  the  manufacturing  department  in  mind. 

Mr.  Roberts.  That  is  what  I  am  getting  at  too,  because  those  line 
officers  were  detailed  as  inspectors  in  the  manufacturing  department, 
weren't  they? 

Admiral  Goodrich.  No. 

Mr.  Roberts.  Well,  not  to  the  manufacturing  department,  if  you 
put  it  that  way,  but  they  were  to  be  in  the  yards? 
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Admiral  Goodrich.  Yes,  sir. 

Mr.  Roberts.  As  I  understood  your  statement,  they  would  still  be 
in  the  jrard  in  time  of  war  under  the  Newberry  plan? 

Admiral  Goodrich.  Not  necessarily.  Perhaps  you  did  not  under- 
stand me. 

Mr.  Roberts.  I  am  trying  to  ascertain  just  what  you  did  mean. 

Admiral  Goodrich.  The  manufacturing  department  would  be  un- 
altered, as  far  as  the  inspection  is  concerned.  The  inspection  would 
go  on  whether  it  would  be  by  persons  brought  in  temporarily  from 
civil  life  or  by  retired  officers  taking  the  places  of  those  inspectors,  I 
do  not  know;  but  the  work  of  the  yard  would  be  unaffected. 

Mr.  Roberts.  Wouldn't  those  same  conditions  prevail  under  the 
present  plan  in  time  of  war? 

Admiral  Goodrich.  Will  you  please  excuse  me  from  answering  that 
question? 

Mr.  Roberts.  I  gathered  the  impression  from  your  statement  that 
the  Newberry  plan  had  one  superiority  over  anything  else  in  that  in 
time  of  war  it  released  the  Une  officers  from  the  yards. 

Admiral  Goodrich.  I  drew  no  comparisons,  sir.  I  said  that  was 
a  feature  that  commended  itself  to  my  judgment. 

Mr.  Roberts.  The  inference  I  drew  was  that  under  the  Newberry 
plan  the  hne  officers  were  not  necessarily  in  the  vard  in  time  of  war 
and  that  made  it  a  very  superior  plan.  It  may  be  that  I  made  that 
comparison  in  my  own  mind. 

Mr.  Padgett.  Without  making  any  comparisons  at  all,  but  speak- 
ing purely  in  the  abstract  I  would  like  to  ask  the  admiral  his  opinion 
as  to  whether  in  shop  management  the  industrial  part  of  the  shop 
should  be  under  industrial  control  and  management  or  under  militaiy 
control  and  management? 

Admiral  Goodrich.  If  I  understand  your  question  right,  Mr. 
Padgett,  the  running  of  a  shop  is  an  industrial  question. 

Mr.  Padgett.  Yes,  sir. 

Admiral  Goodrich.  But  the  object  for  which  that  shop  exists  at 
the  navy-yard  is  miUtary ;  therefore  the  miUtary  or  naval  should  con- 
trol the  policy. 

Mr.  Padgett.  In  doing  the  work  and  in  controlUng  the  industrial 
part  of  the  work,  the  actual  manufacturing  and  installation,  the 
doing  of  the  work  it§elf  alon^  industrial  Unes,  should  that  be  done 
under  the  control  of  men  trained  industrially  or  men  trained  imder 
the  military  system? 

Admiral  Goodrich.  As  you  put  the  question,  how  is  it  possible  to 
answer  it  but  in  one  way,  Mr.  Padgett? 

Mr.  Padgett.  I  just  want  you  to  give  us  your  opinion. 

Admiral  Goodrich.  It  is  an  industrial  question  and  can  be  best 
dealt  with  by  people  who  are  trained  industrially. 

Mr.  Padgett.  Now,  I  want  to  ask  this  question,  because  I  want  to 
try  to  arrive  at  the  solution  of  this  matter.  Taking  into  considera- 
tion the  full  power  and  import  of  the  military  features  of  the  vard 
and  the  military  results,  and  connecting  and  dovetailing  in  with  tnem 
the  industrial  features  of  the  yard,  so  as  to  combine  the  two  and 
bring  about  the  best  results,  wnat  part  of  the  yard  should  be  under 
ihe  control  of  the  military  and  what  agencies  should  be  under  the 
control  and  direction  of  industrial  management? 
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Admiral  Goodrich.  Unquestionably,  Mr.  Padgett,  the  wtole  yard 
ought  to  be  under  military  control. 

Mr.  Padgett.  So  far  as  the  general  control  is  concerned,  I  under- 
stand that,  but  when  you  come  to  specialize  and  subdivide  your 
work? 

Admiral  Goodrich.  The  special  work  which  is  purelv  mechanical 
and  industrial,  I  think,  should  be  directed  by  people  who  are  versed 
in  mechanical  and  industrial  operations. 

Mr.  Padgett.  If  the  navy-yard  is  organized,  or  an  important 
branch  of  the  navy-yard  is  so  organized  that  it  is  manned,  controlled, 
and  operated  by  the  military — the  line  officers — in  time  of  war  could 
that  organization  be  maintained? 

Admiral  Goodrich.  If  you  take  away  the  head,  of  course  you 
must  trust  to  the  machine  running  without  that  control  which  nad 
existed. 

Mr.  Padgett.  Now,  then,  could  such  a  condition  be  established  that 
the  line  officers  could  be  held  in  the  shops  for  industrial  work  if  a  real 
war  were  on  hand  ? 

Admiral  Goodrich.  Oh,  the  power  of  the  Secretary  of  the  Navy 
is  absolute.     They  could  be 

Mr.  Padgett.  In  the  abstract? 

Admiral  Goodrich.  They  could  be  held,  but  I  think  many  a  poor 
fellow  would  eat  his  heart  out  by  being  obliged  to  stay  on  shore,  Mr. 
Padgett. 

Mr.  Padgett.  I  recognize  the  abstract  proposition ;  but,  dealing  with 
it  as  a  concrete  proposition,  as  an  organization,  if  necessities  would 
arise  and  there  would  be  a  demand  on  the  part  of  the  Government 
for  trained  military  men  at  the  front,  which  would  it  obey,  the  demand 
for  the  trained  military  line  officer  at  the  front  in  the  battle  or 
remain  in  the  shop  for  mdustrial  purposes? 

Admiral  Goodrich.  I  think  the  nation  is  entitled  to  the  men's 
best  services  where  they  are  most  efficient. 

Mr.  Padgett.  I  agree  with  you;  but  I  am  asking  you  now  where 
that  propelling  force  would  take  him. 

Acuniral  Goodrich.  I  should  suppose  it  would  take  him  to  sea. 

The  Chairman.  Is  there  any  rule  as  to  sea  service  in  the  navy; 
that  is.  is  there  any  certain  amount  of  sea  service  and  shore  service 
prescrioed? 

Admiral  Goodrich.  Not  that  I  am  aware  of,  Mr.  Chairman.  The 
demand  for  officers  afloat  is  so  great  that  there  are  comparatively 
few  of  the  juniors  that  can  be  spared  from  the  fleet. 

The  Chairman.  Is  there  any  r^ulation  that  a  man  must  have  so 
many  years'  sea  service,  in  the  different  grades,  before  he  can  be  pro" 
mo  ted,  or  do  they  require  it  as  a  matter  of  practice,  anyway? 

Admiral  Goodrich.  As  a  matter  of  practice  they  insist  upon 
ensigns  and  junior  officers  nutting  in  a  very  large  proportion  of  tneir 
time,  but  no  definite  stated  period  that  I  know  about. 

The  Chairman.  As  a  general  rule,  a  man  goes  to  sea  about  half  the 
time  until  he  gets  to  be  a  commander? 

Admiral  Goodrich.  More  than  half  the  time. 

The  Chairman.  So  that  these  line  officers  at  the  navy-yards  would 
be  coining  and  going  all  the  time,  practically  changing  all  the  time, 
every  two  or  three  years  at  the  most? 
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Admirid  Goodrich.  Yes,  sir. 

Mr.  SLEBfP.  I  want  to  aak  if  there  has  been  any  change  in  the  author- 
itj  that  was  exercised  by  you  as  commandant  at  New  York  since  the 
Newberry  plan  was  abrogated?  I  understood  you  to  say  that  under 
the  Newberry  plan  you  had  absolute  concentration  of  authority  under 
the  conunandantf 

Admiral  Goodrich.  Yes. 

Mr.  Slemp.  Now,  since  the  Newberry  plan  has  been  abrogated  has 
there  been  any  change  made  as  to  the  exercising  of  that  authority  in 
any  way? 

Adnural  Goodrich.  I  do  not  think  that  the  powers  of  the  comman- 
dant have  been  in  the  least  curtailed. 

Mr.  Slemp.  So  that  the  supervision  that  you  exercised  is  exercised 
there  to-day  just  the  same? 

Admiral  Goodrich.  Yes. 

Mr.  Englebright.  Following  up;  Mr.  Padgett's  question  as  to  offi- 
cers being  stationed  at  navy-yards  in  time  of  war,  does  not  the  retired 
list,  or  does  the  retired  list  of  the  navy,  furnish  men  that  could  be 
used  at  navy-yards  in  time  of  war  to  take  the  place  of  those  on  active 
duty? 

Admiral  Goodrich.  To  a  certain  extent,  unquestionably. 

Mr.  Olcott.  That  was  so  during  the  Spanish-American  war,  was 
it  not? 

Admiral  Goodrich.  Yes,  sir. 

Mr.  Olcott.  That  niany  of  the  retired  officers  went  into  the  yards 
in  the  place  of  the  line  officers  who  were  on  vessels? 

Admiral  Goodrich.  Yes,  sir. 

The  Chairman.  How  many  employees  were  there  in  the  industrial 
establishment  of  the  New  York  Navy-Yard  under  the  one-manager 
plan? 

Admiral  Goodrich.  I  think  I  can  tell  you,  Mr.  Chairman. 

Mr.  Gregg.  Was  there  any  industrial  manager?  Wajsn't  it  all 
under  the  military  manager? 

Admiral  GtOOdrich.  I  did  not  say  industrial, 

The  Chairman.  I  asked  him  how  many  employees  there  were  in 
the  industrial  establishment  imder  the  one-manager  plan. 

Mr.  Gregg.  Was  there  any  actual  industrial  manager  under  any 
plan? 

The  Chairman.  You  mean  from  civil  life? 

Mr.  Gregg.  Yes. 

The  Chairman.  No. 

Admiral  Goodrich.  On  the  31st  of  March,  1909,  there  were  3,272 
men  employed  in  the  New  York  yard  in  the  manufacturing  depart^ 
ment. 

Mr.  Roberts.  On  that  matter  of  the  amoimt  of  sea  service  and 
shore  duty  that  officers  get,  isn't  it  a  fact  that  if  you  take  a  naval 
officer's  entire  career,  up  to  the  time  of  retirement  as  rear-admird. 
the  greater  part  of  it  has  been  on  shore  and  not  at  sea?  At  least  it 
shows  that  that  is  a  fact  in  the  Register  here. 

Admiral  Goodrich.  I  should  like  to  look  at  the  Navy  Roister 
before  answering  your  question.  [After  examination  of  raster.] 
This  represents  the  old  time  conditions. 
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• 

Mr.  Roberts.  It  brings  it  right  down  to  LambertoH;  and  Lamber- 
ton  would  not  be  under  the  old-time  conditions.  Lamberton  had 
sixteen  years'  service  at  sea  and  twenty-four  years'  shore  duty. 

Admiral  Goodrich.  Well,  he  retired  on  nis  admiral  cruise;  he 
could  not  finish  out  his  sea  service. 

Mr.  Roberts.  Admiral  Sigsbee  had  twenty-one  years'  sea  service 
and  twenty-four  years'  shore  duty. 

Admiral  Goodrich.  A  good  many  of  those  men  spent  most  of 
their  lives  under  the  old  conditions.  You  see  the  navy  of  to-day  only 
dates  its  birth  from  1882. 

(At  12  o'clock  m.  the  committee  adjourned.) 

ADDITIOITAL  STATEMEITT  OF  PATMASTEE-OEITEBAL  EUSTACE 

B.  EOOEES. 

Paymaster-General  Rogers.  I  want  to  make  a  personal  statement 
which  I  would  like  to  have  go  in  the  record.  There  have  been  some 
criticisms,  some  of  them  of  a  friendlv  character,  upon  the  hearing  1 
gave  before  this  coromittee  on  the  17tn  of  January,  and  I  simply  desire 
to  correct,  in  my  own  interest  and  the  interest  of  truth,  two  state- 
ments I  made.  One  is  that  I  stated,«on  page  396  of  the  hearing  of 
January  17,  the  following: 

The  line  officer  can  give  ordere  to  every  other  officer  in  the  navy,  and  he  is  the  only 
officer  in  the  navy  who  can. 

Of  course  that  should  not  be  misimderstood.  It  was  true,  taken 
in  connection  with  the  subject  I  was  talking  about.  But  my  atten- 
tion has  been  called  to  the  tact  that  a  chief  of  a  staff  bureau  can  give 
orders  to  line  officers  and  others,  and  that  a  medical  officer  in  com- 
mand of  a  hospital  can  also.  Those  are  simpiv  exceptions.  But  as 
this  has  been  criticised,  and  as  I  was  absolutely  square  in  my  testi- 
mony and  made  no  corrections  in  it  which  were  material,  except  one 
pointed  out  to  me  by  a  member  of  the  committee,  I  only  want  to  go 
on  record  as  correcting  the  mistake. 

There  is  another  instance  of  the  same  character.  On  page  402  of 
the  same  hearing  I  stated: 

There  has  recently  been  established  a  postgraduate  course  for  marine  eng:ineerB  at 
the  Naval  Academy,  but  that  is  not  to  educate  officers  to  be  engineers  of  ships  in  time 
of  peace  and  war,  but  for  designing  engineers  who  are  to  be  withdrawn  from  the  activi- 
ties of  the  navy  and  do  designing  alone. 

I  find  that  that  statement  was  also  incorrect.  This  school  was 
established  by  General  Order  No.  27,  and  paragraph  10  of  that  order 
states: 

After  completion  of  the  course  at  the  school  of  engineering  the  student  officers  will 
if  practicable  be  ordered  to  engineering  duty  on  shore  for  a  short  time  and  then  to 
engineer  duty  with  the  fleet. 

I  only  want,  in  the  interest  of  truth  and  my  own  integrity,  to  freely 
and  frankly  make  that  correction.  Of  course  that  does  not  in  any 
way  bear  upon  the  point  that  I  was  trying  to  make,  which  was  that 
except  for  the  old  enmneer  the  education  and  training  of  constructors 
in  engineering  and  electricity  up  to  this  time  is  superior  to  that  of 
most  of  the  line  officers.  What  it  will  be  in  the  future  I  do  not 
attempt  to  state;  but  that  is  beside  the  point. 
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DSPARTMBMT  OV  THS  NaVT, 

Ofticx  of  thb  Sbcrbtart, 
WoMfnngton,  Ftbniary  8, 1910. 
Mt  Dbar  Mb.  Chairmait:  Replying  to  your  request  of  the  5th  instant,  for  an 
analysiB  of  the  statement  given  in  one  of  my  hearings  before  your  committee  relative 
to  officers  on  shore  duty,  I  forward  herewith  an  itemized  statement  giving  the  informa- 
tion  desired. 

In  the  total  number  of  line  officers  given  in  that  statement  there  were  induded  mid- 
shipmen at  sea  and  warrant  officers  who  are  classed  as  line  officers.  These  latter  are 
all  boatswains,  all  gunners,  and  all  machinists:  in  other  words,  the  total  given  was  the 
total  of  all  line  officers,  including  graduated  midshipmen  available  for  service  on  cruie- 
ing  ships. 

Faithfully,  yours, 

Q.  Y.  L.  Mbtbb. 
Hon.  Geo  ROB  Edmund  Fobs, 

Clmnnan  OommitUe  on  Naval  Afmn, 

Houu  o/  RepreterUaHvei,  WaskingUm,  D.  C. 


[January  12,  lOia] 


Number 
In  grade. 


Sea 
duty. 


6boc« 
duty. 


Unem- 
ployed. 


Retf-«dmirals 

Captains 

ConunanderB 

Lleutenant-conunandeTB 

Lleutenanti , 

Ensigns , 

Midsntomen 

Medical  directors 

Medical  inspectors , 

Burgeons 

Passed  assistant  surgeons. . . , 

Assistant  surgeons 

Acting  assistant  surgeons. . . . 

Pay  directors , 

Pay  inspeetocB 

Paymasters 

Passed  assistant  paymasters. 

Assistant  paymasters 

Chaplains 

Professors 

Naval  constructors 

Assistant  naval  oonstmctors. 

Civil  engineers 

Chief  boatswains 

Boatswains 

Chief  gunners 

Gunners 

Chief  carpenters 

Carpenters 

Chief  sailmakers 

Chief  maohinists. 

Idniits 

Total 


26 

79 

116 

225 

331 

382 

241 

14 

17 

84 

97 

82 

17 

14 

14 

n 

58 
38 
24 
14 
29 
42 
29 
81 
90 
77 
78 
46 
88 
6 
60 
148 


6 

33 

82 

138 

178 

828 

284 

0 

8 

88 

44 

86 

0 

0 

3 

32 

18 

9 

14 

0 

1 

2 

2 

52 
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OmcE  or  THs  Sborbtart  of  tbm  Nayt, 

WashingUm,  Februarp  7, 1910, 
Mt  Dear  Mr.  Chairman:  I  forward  herewith  the  records  of  commandants,  cap- 
tains of  the  yards,  naval  constructors,  and  senior  engineer  officers  -of  various  navy- 
yards  from  February  1,  1909,  to  January  1, 1910. 

This  information  was  to  be  furnished  the  committee  in  connection  with  the  hearing 
of  the  Chief  Constructor  of  the  Navy,  the  original  request  having  been  made  by  the 
Chi'^f  Constructor  to  the  Bureau  of  Navigation. 


Faithfully,  yours, 

Hon.  Georob  EnmrKD  Fom, 

Chairman  CommitUe  on  Naval  Affain, 

HauH  qfB€pruentativa» 


O.  7.  L.  Mrtsb. 
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Rtoofdi  of  the  diferent  eommandanUf  oaptainB  of  the  yard,  runal  constructor  manag^n^ 
and  tenior  engvneer  offieen  of  the  varioui  navff-ffordi  frwn  Febmary  2,  290$^  to  Jan- 
nary  i,  1910. 

LENGTH  OF  BSRVICB. 

Navy-yard,  Partsmouth,  N.  H.:  m.  Mob. 

Rear-Admiral  £.  R.  Moore,  U.  S.  Navy,  commandant  (now  retired) — 

Seaservice 20      1 

Navy-yard  and  inspection  duty 4      0 

Othershore  duty 8      6 

Capt.  F.  A.  Wilner,  U.  S.  Navy,  commandant  at  present — 

Seaservice 22      0 

Navy-yard  and  in8pecti<Mi  duty 4    10 

Other  shore  duty 7      0 

Capt.  Clifford  J.  Boush,  U.  8.  Navy,  captain  of  the  yard  (now  at  sea)— 

Seaservice 18    11 

Navy-yard  and  inspection  duty 7 

OUier  shore  dutv 11      8 

Capt.  P.M.  BostwicK,  U.  8.  Navy,  captain  of  the  yard  at  present — 

Seaservice 19     0 

Navy-yard  and  inspecticm  duty 3      5 

Other  shore  duty 6      3 

Naval  Constructor  J.  G.  Tawresey,  U.  S.  Navy,  construction  officer  at 
present — 

Seaservice 7 

Navy-yard  and  inspection  duty 19      3 

Other  shore  duty 2      6 

CJapt.  A.  V.  Zane,  IT.  S.  Navy,  engineer  officer  at  present — 

Seaservice 16     0 

Navy-yard  and  inspection  duty 9      2 

Other  shore  duty 10      8 

Navy-srard,  Boston,  Mass.: 

Rear- Admiral  William  Swift,  U.  8.  Navy,  commandant  (now  aid  for  ma- 
terial, Navy  Department)— 

Sea  service 15    10 

Navy-yard  and  inspection  duty 13      2 

Other  shore  duty 6      9 

Capt.  J.  C.  Fremont,  U.  S.  Navy,  commandant  at  present — 

Seaservice 21     8 

Navy-yard  and  inspection  duty 7 

Other  shore  duty 9      9 

Rear-Admiral  (then' Captain)  H.  Winslow,  U.  S.  Navy,  captain  of  the 
yard  (now  on  general  coiurt^martial  duty,  navy-yard,  Boston,  Mass.) — 

Seaservice * 21      8 

Navy-yard  and  inspection  duty 9      6 

Other  shore  duty 5      9 

Capt.  W.  R.  Rush,  V.  8.  Navy,  captain  of  the  yard  (now  at  sea)— 

Seaservice 17      9 

Navy-yard  and  inspection  duty 3      3 

Other  shore  duty 6     8 

Capt.  James  M.  Helm,  U.  8.  Navy,  captain  of  the  yard  (now  commanding 
U.  S.  S.  WalHuhh- 

Sea  service 25      6 

Navy-yard  and  inspection  duty 2 

Other  shore  duty 4      6 

Naval  Constructor  £lliott  Snow,  U.  S.  Navy,  construction  officer  (now 
on  duty  works  Wm.  Cramp  A  Sons,  Philadelphia,  Pa.) — 

Navy-yard  and  inspection  duty 15     9 

Other  shore  duty. 3      1 

Naval  Constructor  G.  H.  Rock,  U.  8.  Navy,  construction  officer  at 
present — 

Navy-yard  and  inq[>ection  duty 17      9 

Other  shore  duty 1     0 

Commander  G.  E.  Buid,  U.  S.  Navy,  engineer  officer  at  present— 

Sea  service 14      8 

Navy-yard  and  inspection  duty 13      6 

Other  shore  duty 1     6 
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Navy-yaid,  Now  York,  N.  Y.:  Yn.  iibt. 

Boar-Admiral  0.  F.  Goodrich,  U.  8.  Navy,  commandant  (now  retired) — 

Soaservice 17  5 

Navy-yard  and  inspection  duty 5  3 

Other  shore  duty 15  5 

Rear  Admiral  J.  B.  Murdock,  IT.  8.  Navy,  commandant  at  present — 

Seaservice 19  10 

Navy-yard  and  inspection  duty 3  4 

Other  shore  duty : 13  3 

Capt.  T.  E.  D.  W.  Veeder,  U.  S.  Navy,  captain  of  the  yard  (now  Super- 
mtendent  of  Naval  Observatory) — 

Seaservice 17  3 

Navy-yard  and  inspection  duty 9 

Other  shore  duty 16  1 

Capt.  B.  T.  Walling,  U.  8.  Navy,  captain  of  the  yard  at  present— 

Seaservice 19  8 

Navy-yard  and  inspection  duty 5  9 

Other  shore  duty. 5  0 

Naval  ODustructor  W.  J.  Baxter,  U.  8.  Navy,  construction  officer  at 
present- 
Sea  service 11 

Navy-yard  and  inspection  duty 19  10 

Other  shore  duty. 2  7 

Capt.  W.  M.  Parks,  U.  8.  Navy,  engineer  officer  at  present — 

Seaservice 13  11 

Navy-3rard  and  inspection  duty 10  9 

Other  shore  duty 7  4 

Navy-yard,  Philadelphia,  Pa.: 

Kear- Admiral  £.  G.  Pendleton,  U.  S.  Navy,  commandant  (now  retired) — 

Seaservice 17  4 

Navy-yard  and  inspection  duty 10  5 

Other  shore  duty 11  9 

Rear-Admiial  U.  R.  Harris,  U.  S.  Navy,  commandant  at  present — 

Seaservice 17  8 

Navy-yard  and  inspection  duty 9  5 

Other  shore  duty .' 7  11 

■  Capt.  J.  B.  Collins,  U.  S.  Navy,  captain  of  the  yard  (now  retired)— 

Seaservice 20  9 

Navy-yard  and  inspection  duty 8  3 

Other  shore  duty 5  3 

Capt.  H.  McL.  P.  Huse,  U.  8.  Navy,  captain  of  the  yard  at  present — 

Sea  service 13  10 

Navy-yard  and  inspection  duty 1 

OUier  shore  duty 12  5 

Capt.  E.  E.  Wright,  U.  8.  Navy,  captain  of  the  yard  (now  at  naval  station, 
Uuantanamo,  Cuba) — 

Sea  service 1  17  3 

Navy-yard  and  inspection  duty 6  2 

Other  shore  duty 2  11 

Naval  Constructor  A.  W.  Stahl,  U.  S.  Navy,  construction  officer  at 
present — 

Sea  service 2 

Navy-yard  and  inspection  duty 21  6 

Other  shore  duty 5  0 

Commander  B.  C.  Bryan,  U.  S.  Navy,  engineer  officer  at  present — 

Seaservice 8  6 

Navy-yard  and  inspection  duty , 9  1 

Other  shore  duty 10  10 

Navy-yard,  Norfolk,  Va.: 

Kear-Admiral  £.  D.  Taussig,  U.  S.  Navy,  commandant  (now  retired) — 

Seaservice 20  10 

Navy-yard  and  inspection  duty 5  5 

Other  shore  duty I3  10 

Capt.  W.  A.  Marshafl,  U.  S.  Navy,  commandant  at  present — 

Sea  service 21  4 

Navy -yard  and  inspection  duty 2  2 

Other  shore  duty 10  8 


Digitized  by  VjOOQ  IC 


PBOPOSED  BEOBOAKIZATION  OF  NAVY  DEPABTMENT.     GO 7 

KaYy-yBrd,  Norfolk,  Va.— Continued.  Tn.  Mob. 

Oapt.  D.  D.  V.  Stuart,  U.  S.  Navy,  captain  of  the  yard  (now  retired) — 

Sea  service 20     5 

Navy-yard  and  inspection  duty 4      3 

Other  shore  duty 12      1 

Oapt.  J.  P.  Parker,  u .  S.  Navy,  captain  of  the  yard  at  present — 

Sea  service 16    11 

Navy-yard  and  inspection  duty 2      1 

Other  shore  dugr , 8     0 

Naval  Constructor  B.  M.  Watt,  U.  S.  Navy,  construction  officer  at  pres- 
ent— 

Navy-yard  and  inspection  duty 16      1 

Other  shore  duty 3 

Commander  T.  W.  Einkaid,  U.  S.  Navy,  engineer  officer  (now  at 
Naval  Academy) — 

Sea  service 16     9 

Navy-yard  and  inspection  duty 6     0 

Other  shore  du^ 7      3 

Lieut.  Commander  J.  B.  Patton,  U.  S.  Navy,  engineer  officer  at  present — 

Sea  service 11     9 

Navy-yard  and  inspection  duty 5      8 

Other  shor&duty 1     9 

Navy-yard,  Mare  Island,  Cal.: 

Rear-Admiral  T.  S.  Phelps,  U.  S.  Navy,  commandant  at  present- 
Sea  service 18     4 

Navy-yard  and  inspection  duty 7      9 

Other  shore  duty 8      0 

Capt.Lucien  Young,  U.S. Navy, captain  of  the  yard  (now  waiting  orders) — 

Sea  service 18    10 

Navy-yard  and  inspection  duty 4      1 

Other  shore  duty 11    10 

NavsJ  Constructor  H.  A.  Evans,  XT.  S.  Navy,  construction  officer  at 
present — 

Navy-yard  and  inspection  duty 12     8 

Other  shore  duty 10 

Commander  C.  A.  Carr,  U.  8.  Navy,  engineer  officer  at  present — 

Scaaservice 11      8 

Navy-yard  and  inspection  duty 9    11 

Other  shore  duty 5      3 

Navy-yard,  Pu^t  Sound,  Wash.: 

Kear-Admiral  J.  A.  Rodgers,  U.  S.  Navy,  commandant  at  present — 

Seaservice 21      0 

Navy-yard  and  inspection  duty 9      6 

Other  shore  duty 6      2 

Capt.  D.  H.  Mahan,  U.  S.  Navy,  captain  of  the  yard  (now  retired)— 

Seaservice ^ 21      6 

Navy-yard  and  inspection  duty 5      4 

Other  shore  duty 7      4 

Capt.  V.  L.  Cottman,  U.  S.  Navy,  captain  of  the  yard  at  present — 

Sea  service 17    10 

Navy-yard  and  inspection  duty 7    11 

Other  shore  duty 6      9 

Capt.  M.  Johnston,  U.  S.  Navy,  captain  of  the  yard  (now  on  duty  as 
ordnance  and  equipment  officer) — 

Seaservice 16     7 

Navy-yard  and  inspection  duty 2      5 

Other  shore  duty 5      1 

Naval  Constructor  J.  D.  Beuret,  U.  S.  Navy,  construction  officer  at 
present — 

Navy-yard  and  inspection  duty 12      8 

Other  shore  duty 2      7 

Capt.  G.  S.  Willits,  U.  S.  Navy,  engineer  officer  (now  on  inspection  duty, 
Marrisbuig,  Pa.>— 

Seaservice 15      5 

Navy-yard  and  inspection  duty 11      8 

Other  shore  duty 4     2 
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Nayy-yard,  Puget  Sound,  Wa6h.-~€onimued.  V^  Ifoa. 

CSomniAnder  A.  H.  Bobeitaon,  U.  S.  Navy,  engineer  officer  at  present — 

Seaservice 16  6 

Navy-yard  and  inspection  duty 3 

Other  shore  duty 4  4 

Members  of  Swift  Board: 

Rear-Admiral  William  Swift,  U.  S.  Navy,  president  at  present — 

Seaservice 16  10 

Navy-yard  and  inspection  duty 13  2 

Other  shore  duty 6  9 

Capt.  C.  E.  Vreelana,  U.  S.  Navy,  member  at  present — 

Sea  service 22  10 

Navy-yard  and  inspection  duty 2  4 

Other  shore  duty 11  4 

Capt.  S.  A.  Staunton,  U.  S.  Navy,  member  at  present — 

Seaservice 19  10 

Navy-yard  and  inspection  duty 3  2 

Other  shore  duty 11  2 

Capt,  F.  F.  Fletcher,  U.  S.  Navy,  member  at  present- 
Sea  service 18  5 

Navy-yard  and  inspection  duty 4  5 

Other  shore  duty - 9  10 

Commander  R.  C.  Smith,  U,  S.  Navy,  member  at  present — 

Seaservice 12  3 

Navy-yard  and  inspection  duty 2  2 

Other  shore  duty ^ 11  1 

Commander  G.  W.  Logan,  U.  S.  Navy,  member  at  present — 

Seaservice 14  1 

Other  shore  duty 6  8 

Commander  L.  H.  Cnandler,  U.  S.  Navy,  member  at  present — 

Seaservice 11  4 

Navy-yard  and  inspection  duty 9 

Other  shore  duty t 7  0 
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CoMMirrEs  OK  Naval  Affaibs, 

H0U8E  OF  Bbfresektativbs, 
Wednesday^  February  fi,  1910. 
The  committee  cimvened  at  11  o'clock  a.  m.,  Hon.  Thomas  S.  But- 
ler presiding. 

8TAIEHEHT  07  BEAK  ASIOSAL  HUTCH  I.  CONE,  0HIE7|  BTTSKilT 
OF  STEAM  ENGINEEBHrO. 

Mr.  BuTUSR.  Now,  gentlemen,  let  us  listen  to  Admiral  Cone.  Ad- 
miral, you  did  give  us  your  views,  when  you  were  here  before,  upon 
the  various  features  of  what  is  known  as  the  "  Meyer  plan  "  of  reor- 
ganization of  the  navy.  Do  you  desire  to  speak  any  lurther  of  that 
plan? 

Admiral  Cone.  Yes,  sir;  I  would  like  to  add  some  things  to  what 
I  said.  Of  course,  I  have  read  over  the  testimony  that  has  been  given 
here  since  I  was  here. 

The  first  ereat  dhange  in  the  mechanical  part  of  the  navy  which 
the  Meyer  plan  proposes  is  to  transfer  all  machinery  to  the  Bureau 
of  Steam  Enffineering.  There  have  been  a  neat  many  papers  sub- 
mitted here  snowing  why  it  would  not  be  advantageous  to  transfer 
certain  machinerjr — such,  for  instance,  as  steering  and  anchor  en- 
gines and  electricity — to  the  Bureau  of  Steam  Engineering;  but  I 
think  it  would  be  very  advantageous  to  make  this  transfer,  and  if  I 
may  I  would  just  like  to  read  a  memorandum  which  I  submitted  to 
the  Secretary  of  the  Navy  on  the  subject  of  the  transfer  of  electricity. 

Some  reasons  why  electricity  should  be  under  the  cognizance  of 
the  Bureau  of  Steam  Engineenng: 

1.  Electrical  engineering  is  (partly)  a  branch  of  mechanical  en- 
gineering and  partly  a  development  of  that  art.    It  is  natural  and 

•  advantageous  to  have  engineering  in  all  its  branches  concentrated 
under  one  bureau. 

2.  On  board  ship,  the  care  and  upkeep  of  the  electric  plant  is  under 
line  officers.  Those  who  operate  electrical  machinery  snould  be  best 
qualified  to  prepare  designs  for  them..  They  are  best  acquainted  with 
tne  requirements  of  the  service. 

8.  The  Bureau  of  Steam  Engineering  is  composed  of  line  officers 
with  en^neering  experience.  It  is  now  a  lar^  user  of  electric  power 
for  auxiliary  purposes,  and  its  use  of  electric  auxiliaries  is  rapidly 
extending. 

4.  This  bureau  offers  a  field  for  utilizing  experience  gained  at 
sea  by  line  officers  superior  to  that  given  elsewhere.  Indeed,  the  fact 
that  the  opportunity  may  be  given  to  utilize  such  experience  is  a 
great  incentive  to  worthy  officers  at  sea,  and  this  would  dignify  the 
performance  of  electrical  engineering  duty  in  the  service. 

5.  The  present  state  of  the  development  of  electrical  engineering 
in  the  navy  is  due  to  line  officers  serving  under  the  Bureau  of  Equip- 
ment. Future  development  will  be  retarded  if  the  naval  experts  m 
electrical  engineering  now  in  the  line  of  the  navy  are  not  used.  The 
value  of  such  experts  is  indicated  by  such  men  as  Sprague,  Emroett, 
Green.  McFarland,  and  Westinghouse,  all  of  whom  were  line  officers 
(or  engineer  officers)  in  the  navy. 
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6.  It  is  desirable  that  all  possible  experience  be  ^ined  in  electrical 
engineering  b^  officers  under  this  bureau,  to  provide  for  the  future 
development  m  marine  engineering,  and  stuaents  in  the  School  of 
Marine  En^eering  are  being  specially  trained  in  electrical  engineer- 
ing with  this  end  in  view. 

7.  With  the  present  organization  of  the  Bureau  of  Steam  Engi- 
neering and  its  designiii^  room,  electric  engineering  design  and  mam- 
tenance  can  be  undertaken. 

8.  To  introduce  an  imaginary  line  between  the  dynamo  on  one  end 
of  a  shaft  and  the  engine  at  the  other  in  the  generating  set,  placing 
each  end  of  the  unit  under  a  different  bureau,  would  introduce  unde- 
sirable complications.  It  would  evidently  be  quite  as  poor  policy  to 
place  under  another  bureau  than  that  charged  with  steam  engineer- 
mg  in  the  navy,  important  steam  machinery  used  for  generating 
electricity,  particularly  as  the  type  of  that  machinery  is  identicd 
with  the  turbines  now  being  used  tor  ship  propulsion. 

9.  The  function  of  the  Bureau  of  Steam  En^eering  is  to  furnish 
boilers  and  machinery  for  the  propulsion  of  ships  and  to  provide  the 
accessories  pertaining  thereto.  Hitherto,  steam  has  been  the  power 
universally  used  for  the  propelling  machinery,  but  rapid  develop- 
ments are  being  made  in  the  application  of  electricity  for  this  pur- 
pose, and  it  is  not  unreasonable  to  hope  that  in  the  near  future  this 
power  may  be  used  for  the  direct  propulsion  of  ships.  When  bids 
were  received  for  the  construction  of  the  Arkansas  and  Wyominff. 
one  firm  proposed  a  combination  of  steam  and  electrical  machinery. 
Obviously,  it  would  have  been  extremely  inadvisable  to  divide  the 
control  of  this  machinery  between  two  bureaus.  -And  so  with  an 
entire  electrical  installation  of  propelling  machinery — the  electrical 
part  is  so  tied  up  with  the  auxiliaries  that  the  control  of  the  whole 
must  be  under  one  direction  if  the  best  results  are  to  be  obtained. 

10.  For  reasons  of  economy  and  of  business  efficiency  all  of  the 
electric  machinery  on  board  ship  should  be  under  some  one  bureau. 
This  is  in  line  with  commercial  practice  where  the  steam  machinery 
and  electrical  generators  and  motors  are  treated  as  a  unit. 

From  the  voluminous  papers  that  have  been  submitted  to  the  com- 
mittee regarding  control  or  electrical  machinery,  it  might  be  infen-ed 
that  the  mere  met  that  a  midshipman  graduates  at  the  head  of  his 
class  at  Annapolis  is  prima  facie  evidence  that  he  must  possess 
superior  qualincations  to  his  classmates  as  a  practical  officer.  The 
history  of  the  graduates  refutes  this,  and  experience  has  shown  that 
the  No.  1  man  of  the  class  is  too  often  a  bookworm,  a  theorist,  and 
that  after  graduation,  when  it  comes  to  applying  the  principles  taught 
at  school,  the  men  who  forge  to  the  front  and  stav  there  are  not  the 
brilliant  "  star  "  men,  but  the  men  lower  down.  Of  course  there  are 
exceptions,  but  the  broad  statement  is  correct,  that  the  men  who  grad- 
uate at  the  top  of  the  class  are  not  the  men  who  come  to  the  front  as 
doers  and  as  directors.  Innumerable  cases  might  be  cited — they  are 
familiar  to  all  naval  officers. 

As  to  the  special  fitness  of  naval  constructors  to  manage  the  elec- 
trical branch  of  the  navy,  it  may  be  stated  without  fear  of  contradic- 
tion that,  notwithstanding  the  superior  bookwork  they  have  accom- 
plished, there  is  not  one  to-day  who  is  distinguished  as  an  electrical 
engineer.  And  the  reason  is  very  simple — thev  have  had  no  practical 
experience  with  the  machines  they  control.    The  machinery  is  bought 
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from  the  manufacturers  and  installed  on  board  ship  by  the  contractor 
for  the  construction  of  the  ship.  If,  later  on,  defects  develop,  they 
are  corrected  at  a  navy-jrard,  but  the  constructor's  experience  with  the 
machines  is  limited  to  a  short  test  after  the  repairs  are  completed, 
and  there  his  experience  ends.  * 

The  line  officer,  on  the  contrary,  lives  with  these  machines.  They 
are  his  daily  companions,  and  his  energy  is  devoted  to  keeping  them 
in  condition  and  to  improving  them.  He  thus  acquires  a  taste  for 
matters  electrical,  and  it  is  but  natural  that  he  should  be  better  quali- 
fied to  have  the  control  of  such  matters  on  shore  than  an  officer  who, 
from  the  very  nature  of  things,  must  be  little  more  than  a  theorist, 
and  whose  responsibility  for  tnem  ceases  as  soon  as  the  ship  leaves  a 
navy-yard. 

Fiirthermore,  the  large  number  of  young  line  officers  in  comparison 
with  young  naval  constructors  makes  the  chance  of  developing  expert 
electricians  from  among  the  officers  of  the  line  many  times  as  great  as 
it  would  be  among  young  constructors. 

The  next  is  a  memorandum  which  I  prepared  with  reference  to 
machinery  which  it  is  proposed  to  transfer  from  the  Bureau  of  Con- 
struction and  Repair  to  the  Bureau  of  Steam  Engineering,  which  was 
mentioned  by  the  chief  constructor  here  in  his  hearing.  It  is  anchor 
engines,  windlasses,  steering  engines,  and  such  machinery  as  that. 

Sir.  Butler.  This  is  a  statement  which  you  have  prepared  since 
you  were  here  on  the  other  occasion? 

Admiral  Cone.  No,  sir;  I  prepared  this  on  December  21. 

Mr.  Butler.  Prepared  it  since  Admiral  Capps  made  his  statement? 

Admiral  Cone.  No,  sir;  it  was  prepared  December  21. 

Mr.  Butler.  Have  you  spoken  of  tnis  statement  before? 

Admiral  Cone.  No,  sir;  1  would  just  like  to  touch  on  this.  It  is  a 
question  of  having  machinery  divided  between  tw^o  bureaus  or  having 
it  under  one.  There  is  no  difference,  from  an  engineering  and  me- 
chanical standpoint,  between  a  steering  engine  and  an  ash  hoist.  The 
principles  are  identically  the  same.  One  is  placed  in  the  stem  of  the 
ship  to  run  a  rudder;  the  other  is  practically  the  identical  design 
placed  in  the  ventilator  to  hoist  the  ashes. 

Mr.  Padgett.  Mr.  Chairman,  I  would  suggest  that  Admiral  Cone 
proceed  to  make  any  statement  that  he  desires  to  make  to  the  com- 
mittee, whether  it  was  prepared  before  or  after,  or  any  time,  any 
suggestion  or  information  that  he  may  have  for  the  committee. 

Admiral  Conk.  Ves,  sir;  I  would  much  rather  do  that. 

Mr.  BuTi.KR.  Very  well ;  in  your  own  way. 

Admiral  Cone.  The  reason  for  the  existence  of  the  Bureau  of 
Steam  Engineering  is  to  design,  construct,  repair,  and  maintain 
machinery  for  use  m  the  United  States  Navy,  and  it  would  seem  un- 
wise to  equip  this  bureau  with  the  talent  and  necessary  organization 
to  handle  this  question  in  the  navy  and  then  limit  its  operations  to 
extend  to  only  a  part  of  the  machinery  of  the  service. 

The  machinery  that  it  is  proposed  to  transfer  from  the  Bureau  of 
Construction  and  Repair  to  the  Bureau  of  Steam  Engineering  con- 
sists principally  in  steering  and  capstan  engines  and  winches  and 
blowers.  As  to  steering  and  capstan  engines,  they  are  simply  steam 
engines  which  have  supplanted  manual  power  on  board  ship,  just 
as  the  main  engines  have  supplanted  sails  for  propulsion.  Tnere  is 
no  reason  why  they  should  not  be  supplied  by  the  Bureau  of  Steam 
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Engineering  in  the  same  manner  as  are  steam  pumps,  adi  hoists,  and 
all  other  auxiliary  machinery  now  on  board  ship. 

The  present  regulations,  as  they  stand  now,  hold  a  number  of 
officers  responsible  for  the  proper  functioning  of  these  engines, 
which,  in  itself,  brings  about  a  confusion  of  responsibility  that  would 
be  entirely  eliminated  if  all  this  machinery  were  placed  under  the 
Bureau  or  Steam  Engineering  and  the  responsibility  for  its  proper 
functioning  placed  under  the  senior  en^neer  officer  of  the  ship. 
For  example,  the  Navy  Regulations  hold  the  executive  officer,  Uie 
chief  carpenter,  and,  in  the  case  of  the  steering  engine,  the  navigator, 
as  well  as  the  senior  engineer  officer,  all  responsible  for  the  condition 
of  this  auxiliary  machinery. 

Kight  here,  I  do  not  think  you  gentlemen  understand  thoroughly 
the  way  the  responsibility  is  crisscrossed  on  board  ship  with  regard, 
say,  to  dynamo  engines,  steering  engines,  etc  The  chief  ei^ineer  is 
responsible  for  the  condition  of  the  dynamo  engines  and  their  repair. 
He  has  nothing  whatever  to  do  with  the  operation  of  them,  however. 

Mr.  Butler.  The  engineer  has  nothing  to  do  with  the  oi)eration? 

Admiral  Cone.  Nothing  whatever  to  do  with  the  operaticm  of  it, 
although  he  is  held  responsible  for  the  condition  of  it. 

Mr.  Butler.  Then  who  does  operate  it? 

Admiral  Cone.  The  electricians  and  enlisted  men  of  the  seamen 
branch  operate  it. 

Mr.  Thomas.  Who  designs  it! 

Admiral  Cone.  The  design  of  all  this  auxiliary  machinery  that  we 
are  talking  about  here  is  by  civilian  business  people  outside.    The 

freater  part  of  the  electrical  machinery  is  designed  by  the  G^ieral 
llectric  Company. 

Mr.  Dawson.  They  are  purchased  rather  than  built? 

Admiral  Cone.  They  are  purchased. 

Mr.  Thomas.  Haven't  the  constructors  had  something  to  do  with 
the  designing  of  that  electrical  machinery,  the  appliances? 

Admiral  Cone.  I  can  not  sav  how  much  they  have  to  do  with  it- 
Mr.  IjOud.  To  a  limited  or  large  extent? 

Admiral  Cone.  The  Bureau  of  Construction  and  Repair  has  only 
to  do  with  certain  motors,  such  as  the  gun  motors  and  the  ventilating- 
fan  motors,  but  I  don't  think  they  design  them. 

Mr.  Thomas.  My  understanding  is  they  have  had  something  to  do 
with  the  designing  and  planning. 

Admiral  Cone.  They  have  all  to  do. with  the  planning;  yes,  sir; 
with  placing  the  motors  and  gear  for  hoisting  ammunition,  and  with 
drawing  the  specifications,  which,  I  may  say,  are  almost  identical 
with  the  specifications  prepared  some  years  ago  by  the  Bureau  of 
Equipment. 

Mr.  Thomas.  Haven't  they  originated  some  of  the  designs,  too? 

Admiral  Cone.  I  could  not  answer  that  question. 

Mr.  Butler.  Now,  Admiral,  if  you  go  along  in  your  own  way  and 
finish  your  own  statement,  we  will  ask  you  any  questions  we  desire 
afterward. 

Admiral  Cone.  With  these  officers,  other  than  the  senior  engineer 
officer,  in  cbargt*  of  portions  of  this  machinery,  the  care  of  the  ma- 
chinery assigned  to  them  is  but  a  small  portion  of  their  duties.  The 
enlisted  personnel  assisting  them  are  not  engineers  by  training  or 
inclination,  and,  as  a  result,  the  upkeep  of  their  portion  of  the  plant 
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has  always  devolved  on  the  engineer  department,  so  it  seem  reason- 
able to  place  the  entire  responsibility  for  this  plant  with  the  en- 
gineera 

Further  than  this,  all  power  used  on  board  ship  comes  from  steam 
generated  in  the  engineer  department  The  senior  engineer  is  re- 
sponsible for  the  amount  of  fuel  used  in  generating  this  power^  and 
has  a  vital  interest  in  the  condition  and  efficiency  of  all  machmery 
on  board  as  affecting  coal  consumption.  This  responsibility  is  inten- 
sified by  the  comi)etitions  recently  inaugurated  in  the  service,  and  has 
developed  the  fact  that  in  the  machinery  the  design  of  which  is  not 
controlled  hv  the  Bureau  of  Steam  Engineering  are  to  be  found  the 
principal  efficiency  leaks  affecting  the  ship's  standing  with  her  sisters. 

As  a  result  of  this  confusion  of  cognizance  by  so  many  different 
people,  the  steering  gear  under  our  present  organization  requires  the 
services  of  Quartermasters,  carpenter's  mates^  machinist's  mates,  and 
oilers,  who  frequently  find  it  difficult  to  straighten  out  the  matter  of 
whose  business  it  really  is  to  look  after  this  machinery. 

In  the  event  of  trouBle  with  the  steering  engine,  which  is  in  reality 
of  the  utmost  importance  to  the  inte^ity  of  tne  ship  as  a  unit  in  the 
fleet,  there  is  great  difficulty  in  sortmg  out  the  proper  person  upon 
whom  to  place  the  responsibility  for  failure  of  this  machine.  If  this 
machinery  were  placed  under  the  Bureau  of  Steam  Engineering  it 
would  be  possible  to  reduce  the  amount  of  stores,  tools,  etc.,  necessary 
to  be  carried,  as  the  engineer  departments  aboard  ship  are  already 
equipped  with  all  these  articles,  as  well  as  a  workshop  capable  of 
accomplishing  practically  any  repairs  to  them. 

There  are  quoted  below  extracts  from  the  British  Naval  Eegula- 
tions,  articles  which  are  of  interest  in  this  connection : 

Kmo's  Regulations. 

Abticle  945. — Addenda,  1908. 

The  engineer  ofllcer  is  to  be  regarded  as  the  mechanical  exi>ert'of  the  ship. 

^     m     m 

The  engineer's  workshop,  In  charge  of  the  engineer  officer,  Is  to.  be  considered 
the  main  workshop  for  all  mechanical  repairs  that  may  be  necessary  throughout 
the  ship. 

Abticlb  270. — Steam  Manual,  1888, 

The  chief  engineer  is  to  have  the  care  and  be  responsible  for  the  maintenance 
in  a  state  of  efficient  working  order,  and,  as  far  as  may  be,  of  readiness  fox 
Immediate  use,  of — 

(a)  The  machinery  and  boilers  of  the  ship  and  boats. 

(b)  All  auxiliary  machinery,  for  whatever  purpose  fitted. 

(o)  All  pumps,  with  the  pipes,  cocks,  and  valves  belonging  to  them. 

(h)  All  ventilating  engines  and  gear. 

(i)  Capstan  engines,  shafting  and  spindle  of  capstan  and  windlass,  and  steam 
steering  engines  and  steering  gear  as  far  as  the  rudder,  with  spare  gear  for  the 
same. 

(k)  Steam  winches  and  gear  for  hoisting  in  boats. 

(m)  Steam  fire  engines  and  all  pipes,  cocks,  and  valves  in  connection  with 
the  fire  main. 

(n)  Instruments  and  gear  for  telegraphing  signals  in  connection  with  the 
machinery. 

(p)  All  air-compressing  machinery. 

(q)  Electric-light  engines  and  dynamos. 

Kino's  Regulations,  1906. 

Abticle  892.  . 

The  dynamos,  and  engines  for  driving  them,  are  in  charge  of  the  engineer 
ofBoer,  who  is  responsible  for  their  mechanical  and  electrical  efficiency. 
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These  proposed  changes  are  in  line  with  commercial  practice 
throughout  the  world,  as  can  be  ascertained  by  communicating  with 
any  ox  the  large  steamship  companies. 

I  have  some  notes  of  testimony  that  has  been  given  here  before 
that  I  would  like  to  speak  of.  There  are  only  one  or  two  things  I 
would  like  to  touch  on. 

Mr.  Butler.  The  committee  has  accorded  you  the  privilege- 
Admiral  Cone.  One  of  the  things  I  have  noticed  in  the  Paymaster- 
General's  statement,  page  402,  is  that  when  we  have  a  naval  con- 
structor on  board  ship  and  go  into  a  foreign  port  we  then  will  not 
be  at  the  mercy  of  foreign  dockyard  people  as  to  what  repairs  shall 
be  made  and  money  expended. 

I  wish  to  state  that  to  me  that  is  one  of  the  large  things  we  are 
trying  to  get  now — ^that  we  want  to  be  in  a  position  so  that  we  will 
not  be  at  the  mercy  of  any  foreign  dockyard — and  I  think  we  are 
now,  as  a  matter  of  fact.  But  if  we  do  not  have  this  development 
of  the  science  of  engineering  in  the  Navy,  from  the  captain  down, 
we  are  bound  to  be  at  the  mercy  of  that  foreign  dockyard. 

Mr.  Padgett.  You  mean  to  be  able  to  repair  aboard  ship? 

Admiral  Cone.  No,  sir;  I  was  coming  to  that  later.  But  the  Pay- 
master-General stated  that  it  would  be  wise  to  have  a  naval  con- 
structor on  board  ship  to  protect  us  from  these  people  now.  I  say 
we  must  be  equipped  so  that  we  will  not  need  that  protection. 

Mr.  Padgett.  Your  idea  is  to  do  the  preparation  and  the  work 
through  the  engineer  officer,  and  Admiral  Capps's  was  to  do  it 
through  the  construction  officer? 

Admiral  Cone.  That  was  in  case  we  had  a  job  we  could  not  do  on 
board  ship,  if  we  had  to  go  to  a  foreign  dockyard. 

Mr.  Olcott.  If  you  have  to  go  to  a  dockyard,  how  will  the  pres- 
ence of  anybody  on  ship  prevent  it  ? 

Admiral  Cone.  It  would  prevent  it  in  this  way :  If  we  go  into  a 
foreign  dockyard  to  have  repairs  done  which  were  beyond  the  ca- 
pacity of  the  force  on  board  to  do,  unless  we  have  some  one  there  who 
IS  familiar  with  those  repairs  the  foreign  dockyard  people  will  do  a 
great  many  more  repairs  than  are  necessary  and  will  charge  us  more 
for  them.  In  other  words,  there  should  be  some  one  to  supervise  in 
the  interest  of  the  Government.    We  must  be  equipped. 

Mr.  KiTCHiN.  I  would  like  to  ask  if  you  want  to  do  this  in  order 
not  to  be  at  the  mercy  of  the  foreign  shipyards?  Do  the  foreign  ship- 
yards charge  more  for  repairing  than  our  shipyards  here? 

Admiral  Cone.  That  depends  entirely  on  exactly  this  point,  whether 
the  offcer  on  board  ship  is  able  to  make  a  deal  with  the  foreign  shipyard 
as  to  what  the  price  of  repairs  will  be.  If  we  allowed  them  to,  they 
would. 

Mr.  Dawson.  And  his  ability  to  do  that  depends  on  his  technical 
knowledge  ? 

Admiral  Cone.  Yes,  sir. 

Mr.  Macon.  As  I  understood  the  Admiral,  they  would  do  a  great 
many  things  unnecessary  to  be  done,  unless  there  was  somebody  there 
to  supervise? 

Admirah  Cone.  Unquestionably ;  yes,  sir. 

Mr.  KiTCHiN.  It  would  be  the  same  way  in  our  yards. 

Admiral  Cone.  I  speak  of  the  foreign  shipyards  because  the  Pay- 
master-General used  that  term.    With  regard  to  repairs  on  board 
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ship,  at  present  over  60  per  cent  of  repairs  are  accomplished  on  board 
ship. 

Mr.  Roberts.  You  are  speaking  of  steam  engineering? 

Admiral  Cone.  Yes,  sir ;  over  60  per  cent  is  done  now  by  the  people  on 
board  ship,  and  it  is  my  hope — and  I  feel  sure  we  can  do  it— to  bring 
that  up  to  above  80  per  cent  within  the  next  few  years.  It  is  highly 
desirable  to  do  this  from  a  military,  as  well  as  from  an  economic, 
standpoint — to  make  our  ships  as  nearly  as  possible  self-sustaining. 

Mr.  Butler.  Do  I  understand  you  that  it  is  your  hope  that  within 
a  few  years  80  per  cent  of  the  ordinary  repairs  of  the  ship  will  be 
made  on  the  ship  itself? 

Admiral  Cone.  Yes,  sir. 

Mr.  Butler.  I  mean  by  that,  made  from  the  machine  shops  carried 
on  the  ships? 

Admiral  Cone.  Yes,  sir;  and  over  60  per  cent  of  them  are  so  done 
now.  In  this  c(»mection  I  would  like  to  attach  a  table  which  I  have 
prepared  here  to  issue  to  the  service.  (See  Appendix  I.)  We  have 
started  what  is  called  a  confidential  bulletin,  in  which  information 
is  collected  from  all  the  people  in  the  service  engaged  in  engineering. 
This  bulletin  is  sent  out  once  a  month  for  the  benefit  of  those  men  who 
are  running  the  machinery  afloat  and  ashore,  in  order  to  diffuse  in- 
formation where  it  is  needed.  In  doing  this  I  have  had  compiled  a 
table  here  showing  the  cost  for  the  years  1907, 1908,  and  1909,  as  taken 
from  the  annual  report  of  the  Paymaster-General,  simply  for  the 
information  of  the  people  in  the  service,  showing  how  they,  in  their 
efforts,  are  cutting  down  the  cost  of  maintaining  the  navy.  It  is 
simply  a  compilation,  it  is  rough,  it  is  general;  but  it  shows,  for 
instance,  that  the  cost  per  horsepower  of  navy-yard  repairs  and 
changes  in  1907  was  $2.71.  (As  I  told  you  here  before,  I  think  it  is 
recognized  in  the  mechanical  world  that  horsepower  is  the  best  unit 
to  use  as  a  basis  of  comparison.)  In  1908  it  cost  $2.40,  and  in  1909 
it  cost  $1.94,  which  shows  that  it  is  coming  right  down,  and  the 
whole  table  shows  that  all  the  way  through. 

Mr.  Padgett.  Just  incorporate  the  table  in  the  hearing. 

(See  Appendix  No.  1  A.) 

Admiral  Cone.  Paymaster-General  Rogers,  on  page  490,  states,  in 
answer  to  a  question : 

They  receive  tliat  on  the  ships,  and  it  is  the  only  place  where  they  can 
receive  it. 

This  is  speaking  of  line  officers  (reading) : 

But  on  the  ships  they  receive  uo  knowledge  that  enables  them  to  handle  the 
Inrge  problem  of  the  management  of  a  shop. 

The  questions  of  individual  shop  superintendence  and  of  shop 
management,  as  a  whole,  appear  to  have  been  confused.  We  must 
have,  and  we  have  to  have,  civilians  who  are  experts  in  shop  man- 
agement. If  we  do  not,  we  will  have  to  put  a  large  part  of  the  navy 
at  work  to  managing  shops. 

Mr.  BcTLER.  Please  repeat  that.    Your  statement  seems  important. 

Admiral  Cone.  We  must  have  expert  civilians  in  the  person  of 
master  mechanics  to  superintend  the  actual  mechanical  operations 
that  go  on  in  the  shops,  for  neither  a  naval  constructor  nor  a  line 
officer  nor  a  paymaster  nor  anybody  else  in  the  navy  is  an  expert 
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•master  mechanic.  Therefore,  we  go  out  into  civilian  life  and  hire 
an  expert  master  mechanic. 

Mr.  Butler.  And  emi)Ioy  him  in  the  navy-yard  t 

Admiral  Cone.  Yes,  sir. 

Mr.  Thomas.  And  also  on  the  battle  ships? 

Admiral  Cone.  Yes,  sir ;  on  the  battle  snips  his  place  is  taken  by 
the  warrant  machinist 

Mr.  Olcott.  Do  vou  employ  civilians  on  the  battle  ships  I 

Admiral  Cone.  Oh,  no. 

Mr.  Butler.  A  warrant  officer — a  warrant  machinist? 

Mr.  Olcott.  And  he  becomes  a  member  of  the  navy  ? 

Admiral  Cone.  Is  a  part  of  the  navy;  yes.  In  my  opinion,  we 
must  go  out  and  get  good  shop  superintendenta 

Mr.  Butler.  From  civil  life? 

Admiral  Cone.  Certainly,  from  civil  life. 

Mr.  KiTCHiN.  You  mean  ^o  out  and  get  some  ^ntleman  who  is 
not  an  Annapolis  ^aduate;  is  that  what  you  mean! 

Admiral  Cone.  Yes,  sir;  as  master  mechanics.  The  question  of 
staff  officer  and  line  officer  has  come  up  a  great  deal,  and  I  would 
li^e  to  say  a  word  on  that. 

Mr.  Butler.  Good ;  go  ahead. 

Admiral  Cone.  In  the  first  place,  my  definition  of  a  staff  officer  in 
a  military  or^nization  is  this:  A  military  organization  is  run  and 
handled  by  officers  who  are  trained  to  control  men  in  battle.  Those 
men  naturally  dominate  any  military  organization  you  can  get  up, 
and  it  will  be  a  sad  day  when  those  men  do  not  dominate  the  military 
organization.  When  you  come  down  to  specialties,  where  vou  have 
anything  to  be  done  in  that  military  or^nization  which,  if  done  by 
a  hue  officer,  we  will  say,  or  a  military  officer,  would  detract  from  his 
value  as  a  military  officer,  then  you  employ  what  is  called  a  "  staff 
officer  "  to  do  the  special  work.  That  is  a  definition  of  a  staff  officer, 
as  I  see  it.  He  is  a  man  who  is  employed  to  do  special  work  that  if 
done  by  a  military  officer  would  detract  from  the  value  of  that 
military  officer  as  a  military  officer.  When  you  get  down  as  far  as 
filiop  superintendents,  employing  commissioned  staff  officers,  you  will 
find  that  you  will  increase  in  very  lar^  numbers  staff  officers,  because 
that  is  peculiarly  a  specialty.  If  a  military  officer  is  giving  his  whole 
time  simply  to  the  way  to  run  a  lathe  or  a  planer,  1  make  no  claim 
that  he  is  improving  himself  as  a  military  officer  in  a  modem  navy ; 
but  if  that  officer  is  giving  his  time  to  the  proposition  of  how  ma- 
chinery repairs  are  to  be  best  accomplished,  and  whether  these  men 
are  doing  what  they  should  do  or  not,  and  administering  that  ma- 
diinery  plant,  he  is  doing  exactly  what  he  might  have  to  do  actually 
in  battle.    Therefore  that  duty  should  not  be  taken  away  from  him. 

Mr.  Dawson.  It  is  not  quite  dear  in  my  mind,  if  the  military 
officer  is  administering  industrial  duties  in  the  naW-yard,  how  you 
are  going  to  introduce  civilian  superintendency  which  you  spoke  of  a 
moment  ago. 

Admiral  Cone.  It  is  not  civilian  superintendency;  it  is  a  man  to 
run  that  particular  shop,  just  the  same  as  aboard  ship  we  have  a  man 
to  look  out  for  a  particular  en^ne  and  a  particular  pump. 

Mr.  Thomas.  Who  was  originally  a  civilian? 

Admiral  Cone.  Who  was  originally  a  civilian,  but  is  a  machinist 
by  trade  and  an  expert  at  looking  out  for  that  engine. 
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Mr.  BuTLEH.  But  you  are  supposed  to  have  sufficient  knowledge 
to  enable  you  to  tell  whether  or  not  he  does  his  work  properly  ? 

Admiral  Conb.  We  must  have  sufficient  knowledge  to  tell  whether 
he  does  his  work  properly,  and  we  must  have  sufficient  scientific 
education  so  that  in  case  that  engine  breaks  down  we  can  repair  it  in 
a  proper  way. 

Mr.  Butler.  That  is,  you  mean  direct  it  to  be  repaired? 

Admiral  Cone.  Direct  it  to  be  repaired ;  yes,  sir. 

Mr.  Roberts.  In  other  words,  your  erstwhile  civilian  aboard  ship 
can  do  the  manual  part  of  that  repairing  of  that  engine  or  machine, 
but  he  would  not.  because  of  his  previous  training,  nave  knowledge 
enough  to  design? 

Acuniral  Cone.  No,  sir.  Frequently  a  man  could  take  care  of  an 
engine  properly  and  not  even  know  how  a  valve  was  set 

Mr.  Dawson.  But  the  handling  of  men  from  a  military  stand- 
point is  entirely  different  from  the  handling  of  men  from  an  indus- 
trial standpoint.  Who,  in  your  judgment,  is  best  (jualified  to  ad- 
minister the  purely  industrial  side  of  a  navy-yard  in  the  handling 
of  men  and  tne  aaministration  of  doing  the  actual  work  in  a  navy- 
yard? 

Admiral  Cone.  I  will  answer  that  in  this  way:  The  handling  of 
the  engineering  crew  of  a  modem  battle  ship  is  more  closely  akin  to 
the  industrial  handling  of  men  than  you  imagine  it  to  be.  The  duties 
of  those  men — ^the  mechanics  and  tne  firemen  and  coal  passers  who 
correspond  to  the  helpers  and  laborers  in  a  shop  on  shore — are  clearly 
defined.  They  are  divided  into  groups  for  work  on  certain  parts  of 
the  machinery;  their  work  is  caref ullyscrutinized ;  and  they  are  re- 
quired to  do  an  honest  day's  work.  When  a  ship  arrives  in  port,  a 
time  is  set  for  her  departure  and  for  the  completion  of  necessary  over- 
hauling and  repairs.  The  en^neer  officer  assigns  to  each  of  his 
subordinates  a  certain  portion  of  the  work  and  holds  him  responsible 
for  its  proper  execution.  ^  These  officers  keep  in  close  touch  with  the 
work — as  aoes  also  the  chief  engineer — ^and  make  frequent  reports  of 
progress.  In  case  of  extensive  repairs,  which,  if  carried  along  in  the 
usual  working  hours,  would  delay  the  departure  of  the  ship,  the  men 
are  detailed  to  work  in  shifts  continuously  until  the  work  is  accom- 
plished. Thus,  there  is  a  perfect  parallel  between  the  manner  of 
carrying  on  work  on  boara  the  modem  battle  ship  and  that  fol- 
lowed in  a  navy-yard,  and  the  experience  gained  by  tne  line  officer  in 
directing  this  work  afloat  fits  him  in  an  especial  manner  for  directing 
similar  work  on  shore,  and  especially  for  doing  it  economically. 

Mr.  Dawson.  But  all  these  men  on  board  ship  are  enlisted  men, 
are  they  not? 

Admiral  Cone.  Yes,  sir. 

Mr.  Dawson.  Would  you  have  the  employees  in  the  navy-yards 
enlisted  men? 

Admiral  Cone.  No,  sir. 

Mr.  Dawson.  You  would  not  have  the  organization  entirely  analo- 
gous to  this  on  shipboard  ? 

Admiral  Cone.  ISTo,  sir;  you  could  not. 

Mr.  Slemp.  You  spoke  about  the  shop  superintendents.  Are 
there  shop  superintendents  in  all  the  navy-yards  in  the  country; 
that  is  to  say,  civilian  shop  superintendents! 
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Admiral  Cone.  In  most  of  the  yards  I  have  visited ;  they  do  not 
always  call  them  shop  superintendents,  but  they  are  that. 

Mr.  Slemp.  What  I  was  trving  to  get  at  was  the  relation  this  par- 
ticular shop  superintendent  has  to  the  man  who  has  charge  of  the 
machinery  and  the  man  who  has  charge  of  the  hull. 

Admiral  Cone.  He  is  a  subordinate  of  those  men. 

Mr.  Slemp.  Is  there  just  one  man  who  takes  his  orders  from  each 
of  these  men,  or  does  each  of  these  departments  have  a  shop  super- 
intendent? I  do  not  understand  the  technical  part  of  this;  that  is 
the  reason  I  am  asking. 

Admiral  Cone.  Under  the  Newberry  system  all  of  the  shop  super- 
intendents and  master  mechanics  and  foremen  were  under  the  naval 
constructor  manager.  Under  the  Meyer  system  those  who  have  to 
do  with  machinery  repairs  are  under  the  engineer  officer  of  the  yard, 
and  those  who  have  to  do  with  hull  work  are  under  the  construction 
officer. 

Mr.  Slemp.  If  I  get  your  idea,  there  are  really  a  number  of  shop 
superintendents  ? 

Admiral  Cone.  I  do  not  think  they  are  always  called  shop  super- 
intendents. They  call  them  master  mechanics  outside  and  master 
mechanics  inside  in  some  yards,  and  in  some  yards  I  think  they  call 
them  shop  superintendents. 

Mr.  Slemp.  Is  that  the  point  at  which  the  appointment  of  civilians 
begins  ? 

Admiral  Cone.  That  is  the  point;  yes,  sir. 

Mr.  Sleafp.  And  from  there  up  it  is  military,  and  from  there  down 
it  is  civilian? 

Admiral  Cone.  Yes,  sir ;  from  there  up  it  is  officers  and  from  there 
down  it  is  civilians. 

Mr.  Butler.  From  the  superintendent  up? 

Admiral  Cone.  Yes,  sir ;  from  the  men  who  control  the  shops. 

Mr.  Roberts.  The  master  mechanics? 

Admiral  Cone.  The  master  mechanics;  that  is  what  they  call  them. 

Mr.  Roberts.  As  a  matter  of  fact.  Admiral,  the  master  mechanic 
in  the  yard  is  the  highest  civilian  employee  there? 

Admiral  Cone.  Yes;  in  the  industrial  part  of  it 

Mr.  Roberts.  And  he  is  supposed  to  have  particular  knowledge  of 
his  branch  of  mechanics,  and  also  how  to  run  the  shops  that  are  turn- 
ing out  the  work  in  his  branch  ? 

Admiral  Cone.  Yes,  sir. 

Mr.  Roberts.  Whatever  title  you  may  give  him,  it  is  the  master 
mechanic  who  has  that  knowledge,  and  he  is  a  pure  civilian  ? 

Admiral  Cone.  Yes,  sir. 

Mr.  Slemp.  The  main  difference  between  the  Meyer  and  the  New- 
berry plans,  if  I  understand  it,  then,  is  that  all  of  these  shop  superin- 
tendents would  report  to  one  man  under  the  Meyer  plan  and  part  of 
them  under  the  Newberry  plan? 

Admiral  Cone.  Under  the  Meyer  plan  those  to  do  with  machinery 
to  one  and  those  to  do  with  hull  to  another.  That  is  not  all  the 
difference,  but  that  is  the  difference  in  that  particular  business,  with 
regard  to  shops. 

Mr.  Roberts.  Then  these  two  men  who  have  charge  of  these  two 
respective  divisions  under  the  Meyer  plan  woidd  report  to  the  com- 
mandant ? 
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Admiral  Cone.  Yes,  sir;  they  would  report  to  the  commandant 
Mr.  Roberts.  And  then  you  would  have  the  one-man  control,  be- 

f  inning  with  the  commandant  and  running  down  through  these  two 
ivisions,  and  that  transmitted  then  through  the  superintendents  to 
the  yard  ? 

Admiral  Cone.  Yes,  sir. 

Mr.  Butler.  Admiral,  after  all,  the  real  responsibility  will  begin 
and  end  with  the  ohiefe  of  the  two  departments,  c^ie  of  hull  and  the 
other  of  machinery ;  is  not  that  true ) 

Admiral  Cone.  Yes,  sir. 

Mr.  Bm.ER.  They  will  be  supposed  to  be  men  having  especial 
qualifications  for  their  own  business? 

Admiral  Cone.  Yes,  sir;  and  we  will  have  subordinate  officers  in 
addition  to  the  heads  of  divisions,  who  must  have  special  qualifica- 
tions. 

Mr.  Butler.  I  understand,  and  there  will  be  one  general  manager 
who  will  be  the  commandant  of  the  yard  ? 

Admiral  Cone.  Yes,  sir. 

Mr.  Butler.  Then  will  come  next  in  order  two  superintendents, 
one  of  hull  and  the  other  of  machinery  ? 

Admiral  Cone.  Yes,  sir. 

Mr.  Butler.  And  each  one  of  those  men  will  be  supposed  to  pos- 
sess espHecial  qualifications  for  his  business  ? 

Admiral  Cone.  Yes,  sir. 

Mr.  Butler.  Of  course  he  will  then  have  along  with  him,  or  on  his 
staff,  a  number  of  other  men  possessing  qualifications  of  their  par- 
ticular businesses? 

Admiral  Cone.  Yes,  sir;  that  is  it  exactly. 

Mr.  Butler.  But  the  real  responsibility  will  depend  on  the  head 
of  that  division  ? 

Admiral  Cone.  Not  only  the  real  responsibility,  but  any  economies 
you  get  will  depend  on  the  head  of  that  department. 

Mr.  Butler.  I  understand;  not  only  for  efficiency  and  good  ad- 
ministration of  the  yard,  but  for  economy? 

Admiral  Cone,  ^es,  sir. 

Mr.  Roberts.  With  regard  to  these  master  mechanics  who  really 
have  charge  of  the  shops  and  their  management,  those  men  are  ob- 
tained as  the  result  of  competitive  examinations,  are  they  not? 

Admiral  Cone.  Yes,  sir. 

Mr.  Roberts.  They  are  really  selected  men  ? 

Admiral  Cone.  They  are  selected  men ;  yes,  sir. 

Mr.  Roberts.  They  nave  to  show  a^  mechanical  as  well  as  an  edu- 
cational qualification. to  get  their  positions,  and  the  man  who  shows 
the  best  results  of  the  examination  gets  the  appointment? 

Admiral  Cone.  Gets  the  appointment;  yes,  sir. 

Mr.  Dawson.  There  is  no  difference  in  the  status  of  the  duties  of 
the  master  mechanic  under  the  Newberry  plan  and  under  the  Meyer 
plan,  is  there? 

Admiral  Cone.  No,  sir. 

Mr.  Butler.  The  division^  as  I  understand,  will  begin  where  I 
spoke  of  a  bit  ago — ^the  heads  of  these  two  divisions.  Heretofore 
there  was  one  who  handled  both  hull  and  machinery,  who  was  the 
naval  constructor.  Under  the  Meyer  plan  there  will  be  two  superin- 
tendents— one  of  hull,  and  the  other  of  machinery? 
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Admiral  Cone-  Yes,  sir. 

Mr.  Padgett.  With  the  machinery  man  a  line  officer,  and  the  hull 
man  a  staff  c^cer? 

Admiral  C!one.  Yes,  sir;  and  the  subordinates  to  the  machinery 
man  are  line  officers. 

Mr.  Padoett.  And  the  subordinates  to  the  hull  man  are 

Admiral  Cone.  Staff  officers. 

Mr.  Thoicas.  Just  in  line  with  a  little  remark  that  Mr.  Padgett 
dropped — that  the  work  could  be  done  cheaper  on  board  a  battle 
£^ip — ^is  it  not  a  fact  that  these  machinists  jget  as  much  pay  on  the 
battle  ship  as  the  machinist  in  the  navy-yardf 

Admiral  Cone.  Yes,  sir;  I  think  the  warrant  officers  get  fully  as 
much  pay. 

Mr.  Thohas.  In  some  instances  more? 

Admiral  Cone.  They  set  better  pay  all  the  year  round. 

Mr.  EoBEBTS.  The  total  of  their  yearly  pay  is  more,  but  you  must 
remember  one  thing,  that  they  are  on  duty  more;  they  are  on  duty 
day  and  night. 

Mr.  Thomas.  They  are  very  anxious  to  get  those  jobs,  I  know. 

Mr.  BuTLEB.  The  warrant  machinist  has  a  sort  of  rank.  He 
ranks  ri^ht  in  behind  an  ensign,  and  he  is  a  very  important  man, 
whether  ne  is  on  shipboard  or  whether  he  is  on  shore.  He  is  supposed 
to  be  a  man  possessmg  a  good  deal  of  skill. 

Admiral  Cone.  He  is  not  only  an  important  man,  but  they  are,  as 
a  rule,  invaluable.  I  can  not  sa^  too  much  for  the  warrant  ma- 
chinists, because  I  have  worked  with  them  and  know  their  worth. 

Mr.  BuTLEB.  How  does  he  reach  the  grade  warrant,  through  suc- 
cessive jB[radest 

Admiral  Cone.  He  can  be  employed  from  civil  life,  and  there  are 
a  few  who  take  the  examination  and  stand  the  highest  and  get  the 
appointment,  but  almost  all  work  their  way  up  from  enlisted  men  by 
merit  alone. 

Mr.  BuTLEB.  That  is  a  professional  examination  entirely? 

Admiral  Cone.  It  is  professional,  and  oral  and  practical,  and  his 
past  record  is  also  taken  into  account.  He  must,  of  course,  have  been 
a  marine  engineer,  in  a  subordinate  capacity. 

Mr.  BuTLEB.  The^  are  a  grade  of  very  desirable  men! 

Admiral  Cone.  Yes,  sir. 

Mr.  BuTLEB.  Possessing  great  skill? 

Admiral  Cone.  Yes^  sir;  as  a  dass  they  do. 

Mr.  Loud.  I  am  curious  to  know  wh^,  if  it  is  a  good  thing  to  have 
a  line  officer  at  the  head  of  the  machinery  department,  it  is  not  a 

food  thing  to  have  a  line  officer  at  the  head  of  the  construction 
epartment? 

Admiral  Cone.  You  mean  in  the  navy-yard? 

Mr.  Loud.  Yes.  If  it  is  a  good  thing  to  have  a  line  office  at  the 
head  of  the  machinery  department,  why  is  it  not  a  good  thing  to 
have  a  line  officer  at  the  head  of  construction? 

Admiral  Cone.  I  think  I  can  answer  that.  The  proposition  of 
building  the  hull  of  a  ship  is  the  building  of  a  static  structure  which, 
when  built,  stays  there  just  the  same  as  a  house  does,  and  you  take 
that  hull  to  sea  and  you  do  not  have  any  problem  with  the  hull  unleas 
it  happens  to  turn  over.  It  is  not  a  dynamic  machine.  The  hull  of 
a  ship  does  not  require  constant  up-keep,  and  the  hull  of  a  ship  will 
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not  go  back  on  you,  perhaps,  just  before  an  action,  because  once  built 
it  is  built,  it  is  finished;  there  is  nothing  to  do  to  it,  unless  it  is, 
maybe,  to  drive  some  rivets  where  others  have  weakened,  or  make 
some  alteration.  While  the  machinery  part  of  it  is  an  entirelv 
different  proposition.  It  is  a  dynamic  machine  that  is  working  all 
the  time,  and  it  requires  constant  care  and  it  requires  constant  atten- 
tion. In  the  same  way,  I  might  say,  when  the  builder  builds  a  house 
he  has  finished  with  it,  then  the  engineer  puts  in  the  boiler  plant  and 
the  electric  plant,  and  then  his  job  just  oegins — to  maintam  it  and 
keep  it  going. 

Mr.  Loud.  It  requires  years  of  training  to  bring  a  constructor  to 
the  point  where  he  is  able  to  design  and  construct  a  shipt 

Admiral  C!one.  Yes,  sir. 

Mr.  Loud.  And  does  it  not  also  require  years  of  constant  training, 
technical  and  practical,  to  train  a  machinery  man  so  that  he  can 
design  and  construct  the  engines  of  a  ship? 

Admiral  Cone.  Yes,  sir;  that  is,  if  you  mean  to  get  to  the  point 
where  he  is  excellent 

Mr.  Loud.  Then  I  can  not  see  why  one  diverges  from  the  other; 
wh^  is  it  not  better  to  have  at  the  head  of  each  one  a  man  who  is 
tramed  by  years  of  experience  and  technical  education  to  design  and 
construct,  as  well  as  the  man  who  operates  it? 

Admiral  Cone.  For  this  reason,  that  the  man  who  is  operating 
machinery  on  board  ship  is  getting  experience  every  day,  every  hour. 

]^.  Loud.  Not  in  designing. 

Admiral  Cone.  Largely  in  designing,  but  not  entirely  in  designing; 
but  in  order  to  design  well  he  must  have  that  experience. 

Mr.  Thomas.  How  much  designing  do  these  engineers  do?  How 
much  original  designing  do  they  do  f 

Admiral  Cone.  They  do  very  little;  that  is  a  question  I  intend  to 
touch  on  later.  But  to  repair  that  machinery — which  was  the  ques- 
tion you  first  asked  me,  Mr.  Loud — ^at  the  navy-yard  that  man  who  is 
operating  is  getting  experience  every  day  ana  every  hour  as  regards 
what  that  machinery  is  doing.  When  the  hull  is  constructed  it  would 
be  a  waste  of  time  to  send  the  constructor  to  sea  to  see  if  the  hull  holds 
toother;  but  to  get  experience  in  designing  hulls  to  meet  all  our  con- 
ditions the  constructor  should  have  some  seagoing  experience. 

Mr.  BoBERTS.  The  hull  is  undergoing  no  structural  changes  and 
the  machinery  is. 

Admiral  Cone.  Exactly. 

Mr.  Thomas.  The  hull  is;  they  are  always  chan^n^  the  designs.  ^ 

Mr.  BoBERTS.  You  take  a  given  ship  at  sea,  the  hull  of  that  ship  is 
undergoing  no  structural  change. 

Mr.  Thomas.  Yes;  but  they  are  changing  the  designs  of  these 
t>attle  ships  continually;  these  constructors  are  originating  these 
designs. 

A&.  Roberts.  The  point  I  am  drawing  out  is  this,  that  a  machine 
is  undergoing  structural  change  in  its  operation ;  it  is  bound  to. 

Mr.  Thomas.  But  is  steam  engineering  improving  its  machinery? 
Have  they  brought  out  any  original  designs  toward  the  improvement 
of  motive  power? 

Admiral  Cone.  Yes,  sir;  they  have  brought  out  practically  all  the 
original  designs  up  to  the  time  of  the  development  of  the  turbine. 
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Mr.  Thomas.  My  understanding  is  that  they  go  out  and  buy  the 
very  best  that  there  is,  and  they  do  not  originate. 

Admiral  Cone.  The  engineers? 

Mr.  Thomas.  Yes. 

Admiral  Cone.  Absolutely  every  marine  engine  that  was  put  into 
a  ship  was  ori£;inated  by  engineers  in  the  service,  and  I  thmk  any 
civilian  would  bear  me  out  in  that,  that  the  designers  of  the  Bureau 
of  Steam  Engineering,  up  to  a  few  years  ago  when  turbines  were 
developed,  were  leading  in  the  designing  of  reciprocating  engines. 
The  designing  of  turbines  is  an  entirely  different  proposition,  for 
the  reason  that  it  requires  a  tremendous  amount  of  money  for  experi- 
ment, which  the  Government  has  not  at  hand. 

Mr.  Thomas.  I  am  glad  to  hear  tliat.  What  are  you  doing,  for 
instance,  with  gas  engines?  Are  you  doing  anything  toward  improv- 
ing ^as  engines? 

Admiral  Cone.  I  am  doinff  everything  I  can.  I  am  having  two 
engines  now  designed  in  the  bureau  of  Steam  Engineering,  and  am 
experimenting  with  a  number  of  others  that  are  designed  by  other 
people. 

Air.  Ijovd.  The  point  I  was  getting  at,  if  I  may  be  allowed  to  con- 
tinue, is  that  in  the  hull  division  it  seems  best  to  have  a  man  there 
a  long  period  of  time,  growing  up  from  his  beginning,  if  he  makes 
good,  until  he  comes  to  the  top,  and  he  has  a  long  continuous  service 
m  that  branch.  Why  is  it  not  just  as  essential  to  have  a  man  for 
the  head  of  the  machinery  division  who  is  coming  up  and  had  long 
experience  in  that  particular  line  at  the  head  or  it?  A  shipbuild- 
ing plant  would  not  want  to  change  their  superintendent  of  the 
machinery  department  every  one  or  two  or  three  years.  It  would  be 
destructive  to  the  interests  of  that  department. 

Admiral  Cone.  Yes,  sir. 

Mr.  Loud.  The  inquiry  with  many  of  us  around  this  table,  it 
seems  to  me,  is  this :  Why  is  it  not  just  as  essential  to  have  the  man 
at  the  head  of  the  mechanical  division  a  man  who  has  long  service 
in  that  division,  rather  than  temporarily,  changing  continually  as 
he  is  ordered  from  the  ship  to  shore  duty? 

Admiral  Cone.  It  would  be  better  for  the  yard  itself^  but  in  that 
you  leave  out  the  great  question  of  maintaining  the  service. 

Mr.  Loud.  And  that  is  the  only  point? 

Admiral  Cone.  Yes,  sir;  that  is  the  point,  and  when  you  take  into 
consideration  that  over  half  of  the  repairs  now  are  done  on  board 
ship 

Mr.  Loud.  That  answers  the  entire  question. 

Admiral  Cone.  There  is  absolutely  no  question  about  it,  that  if 
a  man  is  going  to  spend  twenty  years  in  a  particular  job  he  will  know 
more  about  it  than  a  man  who  spends  five. 

Mr.  Loud.  There  is  where  you  differ  from  the  industrial  establish- 
ments. 

Admiral  Cone.  Exactly ;  yes,  sir ;  for  the  reason  that  the  industrial 
shipyard  has  simply  their  business  in  that  shipyard.  Our  business 
is  to  maintain  the  fleet  and  the  ships  out  in  the  service. 

Mr.  BTTn.ER.  Is  it  not  usually  impossible  to  always  have  at  the  head 
of  these  departments,  either  hull  or  machinery,  some  man  who  has 
had  long  experience? 
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Admiral  Come.  It  is  possible,  and  it  is  very  desirable  if  we  can  get 
this  thing  running  right. 

Mr.  BuTLEK.  I  appreciate  your  sug^stion,  that  the  navy -yard,  of 
course,  must  be  administered  with  a  view  to  maintaining  the  fleet  at 
sea. 

Admiral  Cone.  Yes,  sir. 

Mr.  Butler.  I  also  appreciate  the  necessity  you  speak  of,  of  an 
engineer  being  in  the  yard  that  he  may  have  greater  opportunities 
given  him  to  develop. 

Admiral  Cone.  Yes,  sir. 

Mr.  Butler.  But  is  it  not  possible  for  him  to  serve  in  some 
subordinate  position  under  one  of  these  superintendents  who  has  had 
long  experience  there  in  hulls  or  machinery?  Do  I  make  my  ques- 
tion plain  ? 

Aamiral  Cone.  Yes,  sir. 

Mr.  Loud.  Or  in  inspection. 

Mr.  Butler.  The  superintendent  being  responsible  for  administra- 
tion and  economies,  is  it  not  possible  that  a  man  may  so  to  sea  and 
belong  to  the  seagoing  force,  and  yet  come  on  shore  and  serve  in  the 
capacity  of  an  engineer  in  the  yard  under  the  direction  of  this  super- 
intendent of  whom  I  have  spoken,  a  man  of  long  experience  ? 

Admiral  Cone.  It  is  possible ;  yes,  sir ;  but  I  think  you  leave  out 
one  ^eat  thing  that  we  maintain  and  want,  and  that  is  that  this 
superintendent,  and  not  the  man  who  is  ultimately  responsible,  will 
have  the  say  as  to  what  is  to  be  done  in  overhauling  this  machinery. 

Mr.  Butler.  Provided  it  is  a  good  "  say,'*  and  the  country  miglit 
approve  it. 

Admiral  Cone.  Gentlemen,  I  would  like  to  finish  my  statement- 
Mr.  Gregg.  Let  the  Admiral  finish  his  statement. 

Mr.  Butler.  Very  well.  Admiral. 

Mr.  Padgett.  While  you  are  off  your  regular  line  and  before  you 
get  back,  one  (question  occurred  to  me  I  wanted  to  ask  with  reference 
to  administration.  I  hold  in  my  hand  circular  No.  1  of  an  associa- 
tion to  promote  the  study  of  naval  administration.  It  is  stated  that 
the  officers  stationed  at  the  Philadelphia  Navy- Yard  and  attached  to 
the  ships  at  that  yard  held  a  meeting  on  board  the  Panther  on  March 
28,  1909,  to  discuss  the  conditions  now  existing  at  that  and  other 
navy-yards  with  respect  to  organization  and  administration,  etc.  It 
says: 

It  was  the  sense  of  tbe  meeting,  first,  that  the  subject  of  naval  administration 
in  general  had  received  but  slight  attention  or  study  from  the  great  nuijority  of 
the  officers  of  the  navy. 

If  that  statement  is  correct,  what  experience  have  they  had  since 
that  meeting,  less  than  eleven  months  ago,  to  fit  the  line  officers  for 
superior  naval  adminiatration? 

Admiral  Cone.  I  do  not  know  that  they  have  had  any,  but  I  do 
not  know  whether  that  statement  is  correct  or  not. 

Mr.  Butler.  It  is  what  is  known  as  the  "  round  robin." 

Admiral  Cone.  I  know  what  it  is. 

Mr.  Padgett.  It  is  signed  by  Captain  Berry,  Commander  Bryan, 
Lieutenant-Commander  McKean,  Lieutenant-Commander  Twining, 
Lieutenant-Commander  Hasbrouck.  Li'Mitenant  Dulaney,  Lieutenant 
Steele,  Ensign  Dyer,  and  Midshipman  Farrier. 
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Admiral  Cone.  Yes,  sir.    I  do  not  agree  with  thiit 

Mr.  Padgett.  You  do  not  ame  with  that  statemoit? 

Admiral  Gone.  I  certainly  do  not  I  mean  personally.  I  do  not 
pretend  to  say  what  the  officers  in  the  navy  have  studied,  but  I  have 
been  living  in  the  navy  for  twenty  years,  and  I  have  been  thinking 
about  naval  administration  for  a  good  many  years. 

Mr.  Padgett.  So  that  you  raise  an  issue  of  fact  upon  the  correct- 
ness of  that  statement? 

Admiral  Cone.  That  statement  says  that  the  ofioers  have  not  pvea 
sufficient  thought,  does  it  not? 

Mr.  Padgett.  I  will  read  the  exact  language: 

That  the  subject  of  naTal  admlnistratlaii  in  general  had  received  but  alight 
attention  or  study  from  the  great  majoritj  of  the  offlcem  of  the  nary. 

If  that  statement  was  correct,  what  change  has  taken  place  in  the 
last  eleven  months  to  qualify  them  for  this  administration? 

Mr.  Gregg.  What  do  they  mean  by  "naval  administration?" 

Admiral  Cone.  That  is  what  I  do  not  understand.  It  depends 
upon  what  they  mean. 

Mr.  KiTCHiN.  There  is  one  thing.  Admiral,  the  result  of  this  Meyer 
scheme  or  plan  will  tend  to  give  them  experience  and  study? 

Admiral  Cone.  Yes,  sir. 

Mr.  KrrcHiN.  If  they  lack  it  now,  this  plan  will  pwe  it  to  them! 

Admiral  Cone.  It  depends  on  what  "  administration  "  is. 

Mr.  Butler.  Will  you  not  answer  Mr.  Kitchin's  question? 

Admiral  Cone.  Yes,  sir.  Thejr  will  be  confronted  with  the  neces- 
sity, and  will  have  the  opportunity,  to  widen  their  study  of  admin- 
istration in  its  broad  sense.  ^  •       ^ 

Mr.  KiTGHiN.  If  they  have  not  had  it,  this  will  repair  the  defects 
in  the  present  system. 

Admiral  Cone.  Yes.  Gentlemen,  I  asked  the^  Secretary  to  allow 
me  to  rome  up  this  morning  with  reference  particularly  to  a  memo- 
randum which  I  submitteato  the  Secretary  with  which  the  chief 
constnictor  took  issue,  and  I  think  I  can  explain  that.  The  first 
statement  in  my  hearing  with  which  the  chief  constructor  takes  issue 
is  where  I  say : 

The  estimates  in  April,  1909,  for  rebabbitincf  the  crankpin,  crosshead,  and 
eccentric  brasses  of  the  West  Virginia,  at  Mare  Island,  was  $10,350.  The  esti- 
mate for  identical  work  on  the  engines  of  the  Tennessee  in  1907  at  another 
yard  was  $5,500.  As  the  machinery  Is  identical,  the  Increased  cost  was  88 
per  cent  under  the  manager  system. 

My  figures,  $10,350,  are  not  refuted.  They  are  taken  as  being 
correct.  The  chief  constructor  says  that  the  estimate  was  made  by 
a  line  officer.  It  was  made  under  the  direction  of  one,  but  that  line 
officer  was  acting  under  and  was  a  subordinate  of  the  manager,  and 
I  do  not  see  that  it  changes  the  issue  at  all  to  say  that  the  estimate 
was  not  made  by  the  manager  but  by  one  of  his  subordinates. 

Mr.  Dawson.  Is  the  question  of  estimates  of  so  much  importance 
as  the  question 

Admiral  Cone.  The  whole  thing  is  this :  The  question  of  estimates 
is  of  a  great  deal  of  importahce  in  this  particular;  it  is  the  only  way 
we  have  to  compare  the  work  done  at  different  yards,  and  it  is  the 
way  I  have  to  control  the  appropriation  of  the  Bureau  of  Steam 
Engineering.  When  the  estimate  of  $10,350  came  in  (see  appen- 
dix II,  Items  IV,  V,  and  VI)  it  was  found  to  be  about  twice  as  much 
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a^s  an  estimate  for  doing  identical  work,  on  another  ship  that  is  men- 
tioned in  the  memorandum.  The  attention  of  the  department  was 
invited  to  the  matter  and  is  contained  in  the  third  indorsement  on 
the  naval  constructor's  letter  of  April  28,  1909  (see  Appendix  B, 
p.  — ),  and  is  as  follows: 

The  bureau  is  of  opinion  tiiat  the  estimates,  as  a  whole,  are  excessire.  Iden- 
tical work  with  that  enumerated  in  Items  IV,  V,  and  VI  was  performed  on 
the  Tennessee  and  Washington  at  Philadelphia  in  1907  at  an  estimated  cost 
of  $5,600,  against  $10,350  in  this  case.  The  engines  of  the  Tennessee  and  Wash- 
ington are  of  the  same  design  as  those  of  the  West  Virginia. 

The  department's  action  was: 

Estimates  of  time  and  cost  both  appear  to  be  excessive.  AU  work  must  be 
completed  within  forty-five  days,  or  prior  to  August  1,  1909.  New  estimates 
will  be  sumbitted  for  Items  IV,  V,  and  VI.  Subject  to  the  above,  all  work  is 
authorized  as  recomra^ided.    The  bureau  will  issue  the  necessary  instructions. 

That  went  back  to  Mare  Island,  but  they  did  not  submit  new  esti- 
mates, but  reported  having  finished  the  work  at  a  certain  cost  of 
$2,180,  which  work  was  done  entirely  different  from  the  way  it  was 
estimated  on,  leaving  a  difference  there  of  $8,170,  which  I  will  show 
you  in  case  No.  5  was  used  in  a  different  way. 

Mr.  Roberts.  Let  me  understand  there.  It  was  charged  up  to  one 
job  and  used  on  another;  is  that  what  you  mean? 

Admiral  Cone.  When  I  get  to  case  No.  5  I  think  I  will  make  that 
plain,  exactly  how  that  di£^rence  was  worked  into  fibres. 

Mr.  Slemp.  I  would  like  to  ask  just  one  question  there^  to  get  this 
a  little  clearer.  This  estimated  cost  of  $10,350  you  claim,  Uien,  as 
admitted  by  Admiral  Capps  in  his  statement,  was  the  estimated  cost 
given  by  the  naval  constructor  in  charge  of  the  proposition? 

Admiral  Cone.  That  estimated  cost  was  ^given  in  a  letter  from  the 
naval  constructor  dated  April  28, 1909,  which  letter  I  will  append  to 
the  record.    (See  Appendix  II.) 

Mr.  Butler.  Permission  will  be  given  you. 

Mr.  Dawson.  Does  it  make  clear  as  to  who  actually  made  the 
estimate?    Was  it  this  Lieut.  R.  C.  Davis? 

Admiral  Cone.  I  will  come  to  that  a  minute  later.  The  estimate 
was  submitted  by  the  naval  constructor,  signed  by  the  constructor 
mana^r.  There  is  no  mention  of  Lieut.  R.  C.  Davis  in  this  letter 
submitting  the  estimates. 

Mr.  Slemp.  Lieutenant  Davis  was  a  line  officer? 

Admiral  Cone.  Lieutenant  Davis  was  a  line  officer;  yes, sir;  serving 
under  the  constructor. 

Mr.  Slemp.  That  was  before  the  Meyer  system  went  into  effect? 

Admiral  Cone.  Yes,  sir;  that  was  under  the  Newberry  system. 

Mr.  Roberts.  Doin^  engineering  duty? 

Admiral  Cone.  Doing  engineering  duty  under  the  naval  construc- 
tor; yes,  sir. 

Mr.  Roberts.  Was  that  mere  inspection,  or  what  was  the  nature 
of  it? 

Admiral  Cone.  He  was  engineering  superintendent  of  the  Mare 
Island  Navy- Yard  under  the  general  manager.  The  statement  here 
in  the  chief  constructor's  report  is  that  the  actual  cost  was  not 
$10,350,  but  $2,180,  which  I  have  made  plain  was  from  the  fact  that 
the  work  was  not  done  as  estimated  at  all,  but  an  entirely  different 
21395—10 40 
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work  was  done,  which  is  shown  in  the  reports  from  Mare  Island. 
The  naval  constructor,  in  his  letter  of  April  28  (see  Appendix  II), 
submitted  these  estimates  of  $10,350  for  these  items.  He  was  direct^, 
in  a  letter  from  the  Bureau  of  Steam  Engineering  of  Maj  20  (see 
Appendix  III)  that  ^^  New  estimates  must  l^  submitted  for  items  4,  5, 
ana  6,"  which  are  the  estimates  the  bureau  considered  excessive. 
That  is  the  statement  of  the  items  in  this  letter.  Instead  of  submit- 
ting new  estimates,  time  passed  and  he  completed  this  work;  so  he 
reported  what  it  cost  to  complete,  and  he  reports  it  cost  $2,180  in  a 
letter  of  September  18,  which  is  in  the  reports  from  Mare  Island  as 
an  appendix,  page  530,  of  the  chief  constructor's  hearing.  In  the 
report  on  the  separate  job  orders  which  were  forwarded  from  Mare 
Island,  the  constructor  and  the  paymaster  report,  on  page  551,  that 
the  cost  of  this  work  was  $2,662.55.  None  of  tnis,  however,  is  material 
to  the  question,  for  the  reason  that  the  job  was  done  ini  an  entirely 
different  way  from  that  in  which  it  was  estimated  on. 

Mr.  BuTLJER.  In  other  words,  more  work  was  put  on  the  job  than 
was  estimated? 

Admiral  Cone.  Leas  work. 

Mr.  Roberts.  But  it  does  draw  out  one  fact,  Admiral,  that  two 
different  reports  were  sent  in  to  the  department  as  to  the  cost  of  the 
work  they  actually  did,  one  of  twenty-one  hundred  and  something 
and  another  of  twenty-six  hundred  and  something. 

Admiral  Cone.  Yes,  sir.  One  of  the  reports  was  $2,180;  the  latest 
report,  which  I  had  never  seen  before,  and  which  the  chief  con- 
structor submits  here  in  this  appendix,  page  561,  reports  it  $2,662; 
and  the  report  in  the  telegram  to  the  chief  constructor  is  $2,180. 
There  is  one  thing  I  want  to  set  right  in  the  memorandum  here  as  it 
reads,  as  you  see : 

As  the  macbinery  is  identical,  the  increased  cost  was  88  per  cent  under  the 
manager  system. 

In  his  report,  the  manager  at  Mare  Island,  in  the  appendix,  sub- 
mitted by  the  chief  constructor,  takes  exception  and  says : 

It  will  be  noted  the  comparison  is  made  between  estimates,  and  in  the  last 
line  of  the  above  quotation  it  is  alleged  that  the  Increased  cost  was  88  per  cent 
under  the  manager  system. 

The  word  "cost"  is,  to  a  certain  extent,  confusing;  "estimated 
cost"  would  have  been  better,  but  as  I  was  dealing  only  with  esti- 
mates, it  is  clear  that  the  comparison  was  between  estimates,  as  there 
was  nothing  else  to  compare  with.  That  is  all  I  have  to  say  on  that 
item. 

Mr.  Roberts.  On  that  particular  item  ? 

Admiral  Cone.  That  particular  item;  yes.  I  would  like  to  take 
this  up  item  by  item. 

Mr.  Butler.  That  privilege  has  been  given  you. 

Admiral  Cone.  The  next  statement  I  made  in  mv  mMnorandum 
was  to  submit  a  table  showing  thfe  increased  cost  at  the  Philadelphia 
Navy- Yard,  as  to  which  the  chief  constructor  first  says : 

The  memorandum  falls  to  state  that  a  system  of  accounting  for  indirect 
charges  was  totally  different  in  July  and  August,  1908,  from  the  system  in 
▼ogue  in  July  and  August,  1009. 

It  is  true,  and  is  exactly  what  I  wished  to  say ;  they  were  totally 
different  or  the  indirect  charges  would  not  have  been  larger;  they 
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were  charging  a  great  many  things  to  indirect  cost  which  I  did  not 
think  they  should  charge  to  indirect  cost.  That  is  what  made  the 
indirect  cost  larger  (reading) :     ' 

That  in  July  and  August,  1908,  many  charges  which  were  really  "  Indirect 
charges'*  and  subsequently  so  styled  and  accounted  for  in  1909,  were  charged 
to  a  general  maintenance  account,  and  therefore  a  statement  of  the  Indirect 
charges  in  1908 — July  and  August — is  not  directly  or  fairly  comparable  with  a 
similar  statement  of  indirect  charges  In  July  and  August,  1909,  due  to  a  change 
in  the  system  of  accounting. 

That  statement  of  mine  is  made  from  an  oflScial  report  received 
from  the  League  Island  Navy- Yard,  in  which  it  is  set  forth  very 
clearly  what  the  objections  to  this  cost  keeping  were,  and  where  these 
charges  were  made,  and  that  they  were  exorbitant. 

(TBie  chairman,  Hon.  George  E.  Foss,  assumed  the  chair.) 
Admiral  Cone.  In  this  report  Admiral  Capps  further  states: 

But  eren  so,  this  memorandum  also  fails  to  state  that  in  the  months  of 
July  and  August,  1909,  there  were  very  large  expenditures  for  leave  and  holi- 
days, due  to  leaves  for  those  calendar  years  having  been  more  or  less  suspended 
during  the  few  months  prior  to  July  1,  on  account  of  the  large  amount  of  work 
on  hand. 

I  will  invite  your  attention  to  paragraph  9  in  this  particular  letter 
(Appendix  IV f,  which  I  will  quote: 

9.  An  examination  of  this  table  shows  the  leave  account  varied  very  little 
last  year  for  these  two  months  in  percentage  of  the  direct  labor  employed,  be- 
ing 21.86  per  cent  for  July,  and  28.67  per  cent  for  August.  A  rough  calcula- 
tion, made  from  the  time  boolts  of  the  foremen  for  the  month  of  August,  1909, 
up  to  August  21,  shows  the  leave  to  be  running  at  about  the  same  percentage 
'this  year  as  last,  so  that  in  prorating  the  leave  under  the  system  at  present 
in  force,  at  43.2  per  cent,  an  amount  somewhere  about  15  per  cent  of  the  total 
amount  allowed  for  direct  labor  (1.  e.,  produciug  worlt)  under  "Steam  ma- 
chinery" is  taken  for  paying  the  leave  of  employees  working  under  other 
appropriations'.  It  is  therefore  claimed  that  this  system,  besides  being  illegal, 
is  unjust,  and  tends  to  show  a  fictitious  value  of  the  work  performed  and  of 
the  cost  of  articles  manufactured  under  any  appropriation. 

To  further  take  that  matter  up,  I  would  like  to  invite  your  atten- 
tion to  a  table  furnished  by  the  Bureau  of  Supplies  and  Accounts,  on 
[)age  580  in  the  appendix.  From  this  table  you  will  see  that  the 
eave  for  July,  1909,  was  $3,855,  for  July,  1908,  $3,571,  or  $284  more 
in  1909,  not  a  large  amount.  For  August,  1909,  $4,087,  and  for 
August,  1908,  $3,812,  or  only  $275  more  in  1909,  which  shows  that 
this  statement  from  the  League  Island  Navy- Yard  is  correct  in  say- 
ing it  is  about  the  same. 

I  would  like  to  further  invite  your  attention  to  this  table  of  the 
Bureau  of  Supplies  and  Accounts  which  the  chief  constructor  submits 
as  refuting  mj  statement.  That  table  differs  from  my  table  in  the 
following  particular :  Take  the  first  item,  July,  1909.  My  table  says, 
"Expended  for  direct  labor,  $5,513.66."  His  table  says:  "Direct 
labor,  $10,025.25."  The  difference  there  is  $4,511.60,  which  is  exactly 
the  amount  that  is  charged  to  outside  clerical  force,  and  I  would  like 
to  state  further  that  my  table  was  made  from  information  contained 
in  a  memorandum  of  the  acting  manager  of  the  Philadelphia  Navy- 
Yard  (see  Appendix  IV,inclosure  D),  which  table  correctly  setsasiae 
the  amount  charged  to  outside  clerical  force.  This  is  the  table  here, 
in  which  it  says :  "  Steam  machinery  allowed,  $20,000 ;  direct  charges, 
$5,513.65;  indirect  charges  and  leave,  $6,745.35;  outside  yards,  etc., 
$4,511.60."    The  Bureau  of  Supplies  and  Accounts  has  added  to 
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direct  labor  $4,511,  which  is  paid  to  employees  who  are  employed  in 
inspection  districts  around  Pennsylvania.  Those  employees  are 
inspectors  and  clerks  who  are  inspecting  material  purchased  for  the 
Government  for  any  purpose,  mostly  new  material  that  goes  to  the 
building  yards  and  have  nothing  whatever  to  do  with  the  Philadel- 
phia Navy- Yard,  except  that  as  a  matter  of  convenience^  their  ac- 
counts are  kept  at  the  Philadelphia  Navy- Yard  to  be  paid  by  that 
paymaster,  but  they  could  just  as  well  be  transferred  to  the  Washing- 
ton yard  and  paid  from  that  jard.  They  have  nothing  whatever  to 
do  with  the  industrial  conditions  at  the  Philadelphia  Navy- Yard. 

Mr.  Dawson.  May  I  ask  you,  Admiral,  if  this  new  system  of  cost 
and  accounting  will  make  these  matters  clearer  in  the  future — ^that  is, 
after  it  is  operated  a  sufficient  time — so  that  we  can  compare  one  year 
with  another? 

Admiral  Cone.  Mr.  Dawson,  it  will  have  to.  I  find  myself  in  the 
position,  as  I  will  show  you  rurther,  of  approving  the  expenditure 
of  money  on  a  certain  phase  of  work,  and  I  find  afterwards  that  twice 
that  much  money  was  expended,  for  which  I  had  no  report. 

Mr.  Dawson.  That  was  the  question  I  was  leading  uj^  to — ^whether 
or  not  this  new  system  would  go  to  the  root  of  this  evil  or  abuse  of 
paying  for  certain  work  out  of  appropriations  made  for  other  work? 

Admiral  Cone.  It  must  go  to  that  or  it  will  fail. 

Mr.  Roberts.  Let  me  understand  this  transaction.  A  certain 
amount  of  money  was  prorated  to  your  bureau  for  the  Philadelphia 
yard  for  a  certain  month? 

Admiral  Cone.  Yes,  sir. 

Mr.  Roberts.  You  had  a  direct  report  from  your  subordinates  that 
five  or  six  thousand  dollars  had  been  expended  in  steam  engineering 
work.  Yet  you  find  from  another  bureau  of  the  Navy  Department 
that  four  or  five  thousand  dollars  in  addition  had  been  charged 
against  you,  taken  out  of  your  $10,000  for  work  outside  of  the  yard  ? 

Admiral  Cone.  No,  sir;  I  knew  that  had  been  taken  out.  That 
came  in  the  report  from  the  yard.  But  the  only  difference  between 
my  table  and  tnis  table  from  the  Bureau  of  Supplies  and  Accounts, 
by  which  mine  is  attempted  to  be  refuted,  is  the  fact  that  my  table 
does  not  count  in  for  direct  labor  $4,511  which  I  knew  had  been 
expended,  because  the  yard  reported  it  to  the  bureau.  But  it  was 
reported  as  having  been  set  aside  because  the  money  had  been  sent 
there  and  allotted  there  for  the  purpose  of  paying  these  employees. 
To  show  that  it  should  not  be  used  as  a  comparison  between  the" two 
years,  last  year  it  was  paid  out  of  the  appropriation  for  "  Increase  ot 
the  na^." 

Mr.  Roberts.  But  this  particular  year  it  was  paid  out  of  your 
appropriation,  "  Steam  machinery?  " 

Admiral  Cone.  Yes,  sir.  It  was  properly  paidj  but  the  point  is 
that  the  Bureau  of  Supplies  and  Accounts  makes  it  appear  mat  the 
$4,511  had  been  spent  for  direct  labor,  and  no  such  amount  has  been 
so  spent. 

Mr.  Roberts.  That  is  from  the  League  Island  yard? 

Admiral  Cone.  Yes,  sir. 

Mr.  Roberts.  When  four  or  five  thousand  had  been  spent  outside? 

Admiral  Cone.  When  $4,511  had  been  spent  in  paying  clerical 
employees  who  had  nothing  to  do  with  the  navy-yard.  That  is  nat- 
urally what  changes  the  per  cent  of  overhead  charges. 
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The  Chairman.  It  is  due,  really,  to  the  accounting  system  as  much 
as  anything. 

Admiral  Cone.  I  think  so.  The  Paymaster-General  called  me  up 
on  the  telephone  yesterday  afternoon  late,  just  as  I  was  leaving  my 
office,  and  told  me  he  thought  this  ought  to  have  gone  in.  Then  1 
explained  to  him  that  last  year  it  was  paid  out  of  "  Increase  of  navy  " 
and  had  nothing  whatever  to  do  with  "Steam  machinery,"  and 
I  do  not  know  what  he  has  done  about  it  In  order  to  accomplish 
$5,513  worth  of  work  they  spent  $6,745  in  overhead  charges,  or  122 
per  cent,  and  the  point  I  want  to  make  plain  there  is  that  I  had  no 
say  in  those  overhead  charges. 

Mr.  Butler.  Under  whose  plan  was  that  expended? 

Admiral  Cone.  Under  the  Kewberry  plan.  I  had  no  say  as  to  what 
those  overhead  charges  would  be.  As  an  example,  the  circular  which 
put  this  into  effect  provides: 

OENEKAL  KZPENSE. 

Clerical  force. — Coven  clerical  force  In  the  main  offices. 

Drawing  office, — Pay  of  chief  draftsmoi  and  others  not  chargeable  directly 
to  "Output;"  also  all  supplies  for  drawing  offices;  cost  of  photographing. 

Holidays* — 

Leave, — 

DiaahUity.'-' 

Expenses  of  tests  and  inspections. — Ck)8t  of  testing  and  Inspecting  material, 
experiments  made  tot  the  benefit  of  the  plant.  Does  not  include  cost  of  tests 
and  experiments  for  the  naval  service  generaUy,  which  should  be  charged  to 
Tltie  N. 

Yard  machinery. — Maintenance  of  all  cranes,  hoists,  and  other  yard  appli- 
ances not  chargeable  to  any  shop. 

Yard  maintenance. — ^Labor  and  material  expended  in  cleaning  industrial 
yards  where  not  chargeable  to  a  specific  shop.  Repairs  and  maintenance  of 
walks,  roads,  subways,  sewers,  etc.,  properly  chargeable  to  industrial  plant 

Fire  protection. — Care  and  maintenance  of  fire  apparatus  for  the  industrial 
plant  (The  total  cost  of  such  expense  will  be  proportioned  under  this  head 
between  Titles  O  and  8.) 

Telephone  and  telegraph, — ^Includes  all  expenses  incident  to  telephone  and 
telegraph  messages,  rentals,  etc.,  and  maintenance  of  yard  systems.  (The 
total  cost  of  such  expenses  will  be  proportioned  under  this  head  between  Titles 
O  and  S.) 

OffU^e  expenses. — Repairs  and  maintenance  of  main  offices. 

Yard  craft. — Graft  oigaged  in  industrial  worlc  only.  (See  caption  ''Yard 
craft"  following.) 

Handling  stores. — General  handling  of  stores  not  chargeable  to  any  shop. 

Dry  docks. — Care  and  maintenance  of  dry  doclcs,  marine  railways,  pumps, 
caissons,  and  miscellaneous  appurtenances  when  not  in  use  for  docking  ships. 

Buildings. — Minor  repairs  and  maintenance  of  all  buildings  necessary  to  tiie 
Industrial  plant  and  not  chargeable  to  any  "Shop  expenses"  account 

The  "General  expense"  heads,  named  above,  cover  Indirect  charges  which 
can  not  be  located  to  any  particular  shop  and  are,  therefore,  to  be  prorated 
to  the  product  of  all  shops  in  proportion  to  the  direct  labor  (labor  on  "Out- 
put ")  expended  in  each. 

The  total  "  Indirect  charges  "  to  be  added  to  aU  productive  output  will  then 
consist  of  a  percentage  of  the  direct  labor,  which  will  cover  "  General  expense," 
plus  an  additional  percentage  to  cover  "Shop  expense."  This  "General  ex- 
pense" might  be  10  per  cent  which  would  apply  to  all  work  turned  out. 
"  Shop  expense  "  for  the  machine  shop  might  be  35  per  cent  and  for  the  boiler 
shop  40  per  cent  All  output  from  the  machine  shop  would  then  bear  "  Indi- 
rect charges  "  of  45  per  cent  while  the  output  of  the  boiler  shop  would  carry 
"  Indirect  charges  "  of  60  per  cent 

Note. — In  view  of  the  difficulty  of  determining  "General  expense"  and  the 
"Shop  expense"  ratios  for  the  various  shops  until  records  shall  have  been 
maintained  for  two  or  three  months,  authority  is  granted,  upon  the  installation 
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of  this  system,  to  apply  an  even  "  Indirect-charge  **  percentage  to  all  the  ontpnt, 
irrespectlre  of  the  shops  concerned.  For  the  first  month  the  "  Indirect-charge'* 
percentage  shall  be  applied  after  the  expiration  of  the  month  and  shall  be 
obtained  by  dividing  the  total  of  Title  O  expenditures  (except  officers'  pay) 
by  the  total  direct  labor  applied  to  "  Output." 

The  same  percentage  shall  be  utilized  during  the  second  month,  but  during 
September  and  the  following  months  the  system  of  applyihg  **  Indirect  charges  " 
differing  for  each  shop  shall  be  instituted. 

I  had  no  say  in  it  and  knew  nothing  about  what  was  charged  in 
there.  The  naval  constructor  manager  charged  there  whatever  he 
thought  ought  to  be  charged  to  general  expense,  and  that  was  my 
point  in  submitting  this  to  Mr.  Mejrer,  to  bring  out  the  point  that  I 
was  losing  control  of  my  appropriation.  When  I  came  into  office,  on 
the  2l8t  of  May,  I  was  told  that  the  Newberry  scheme  was  going  to 
economize  things.  I  found  for  the  first  four  months  that  they  had 
not  economized  anything,  and,  furthermore,  that  steam  engineering 
had  spent  on  an  average  of  about  $46,000  a  month  more  for  labor  in 
the  yards  than  had  been  spent  for  the  corresponding  months  last 
year,  and  I  began  to  look  around  to  see  where  tnat  money  had  gone. 
Some  of  it  went  in  these  excessive  overhead  charges  ana  some  of  it 
was  due  to  the  change  in  the  system  of  cost  accounting  which  the  chief 
constructor  mentions,  but  not  sufficient  to  account  for  the  great 
difference. 

Mr.  Thomas.  Was  it  wasted  absolutely? 

Admiral  Cone.  No,  sir;  I  should  not  think  that  part  of  it  was 
wasted,  because  they  had  previously  been  charged  to  another  appro- 
priation. 

Mr.  Olcott.  It  was  a  matter  of  bookkeeping? 

Admiral  Cone.  Yes,  sir. 

Mr.  Olcott.  The  difference  between  you  and  Admiral  Capps  is  a 
matter  of  bookkeeping  largely? 

Admiral  Cone.  The  difference  between  Admiral  Capps  and  me  in 
this  case  is  that  the  Paymaster-General's  table  here  says  that  the  pay 
for  the  inspection  force  in  the  State  of  Pennsylvania  should  be 
charged  as  direct  labor  expended  at  the  Philadelphia  Navy- Yard, 
and  I  say  it  should  not.    It  is  a  matter  of  common  sense,  I  think. 

The  Chairman.  You  know.  Admiral,  last  year  we  changed  the  bill, 
and  instead  of  charging  up  all  these  items  of  labor,  clerical  assist- 
ance, etc.,  to  the  appropriations  for  "  Increase  of  the  navy,"  we  put  a 
clause  imder  the  working  appropriations  in  each  bureau. 

Admiral  Cone.  Yes,  sir;  exactly.  But,  Mr.  Chairman,  that  has  no 
bearing  whatever  in  determining  the  indirect  cost  of  repairing  ma- 
chinery at  the  niivjr-yard.  That  has  no  business  to  be  charged  in  as 
direct  labor.  For  instance,  if  it  is  to  be  charged  in  that  way,  I  will 
pronn)tly  transfer  the  pay  roll  of  every  one  of  those  men  to  the 
Washington  yard,  where  it  would  not  be  charged  in  that  way. 

Mr.  Roberts.  The  point  is,  in  the  instance  you  name,  your  bureau 
is  being  charged  up  with  a  large  amount  of  money  to  make  it  appear 
that  your  bureau  is  expending  that  money  for  steam  engineering, 
when  the  money  is  being  expended  in  indirect  expense  for  something 
not  connected  with  steam  engineering? 

Admiral  Cone.  That  is  exactly  it.  That  was  my  object  in  putting 
that  table  in  there,  to  show  that  indirect  charges  were  excessive,  and, 
then,  since  the  accuracy  of  that  table  was  attacked 

Mr.  Roberts.  If  that  is  true,  that  system  ought  to  be  changed. 
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The  Chairmak.  In  what  month  was  it  this  thing  you  speak  of 
occurred,  July? 

Adnural  CSone.  In  July.  The  difference  in  August  is  the  same. 
There  is  about  $11  difference,  after  subtracting  $4,511,  which  I  have 
not  had  time  to  reconcile. 

The  Chaibman.  On  July  1  there  was  a  change,  was  there  not? 
The  engineers  had  charge  of  the  machinery  end  of  it,  did  they  not, 
after  July  1? 

Admiral  Cone.  They  did  in  most  of  the  yards;  yes,  sir. 

The  Chairman.  But  not  in  this  yard? 

Admiral  Cone.  Yes,  sir;  they  did  have  charge  of  engineering 
work  in  this  yard.  But  this  has  to  do  with  the  cost  keeping,  which 
was  still  under  the  constructor.  The  engineer  had  to  do  with  spend- 
ing $5,513  out  of  my  appropriation;  the  constructor  had  to  do  with 
spending  $6,175  in  mdirect  charges,  and  that  was  my  object  in  in- 
viting the  Secretary's  attention  to  this,  that  I  considered  it  excessive. 
What  I  want  to  bring  out  here  is  that  that  statement  has  been  re- 
futed by  a  statement  that  is  misleading.  I  do  not  say  intentionally 
misleading,  but  it  is  misleading  in  that  this  $4,511  additional  has 
been  put  on  it. 

The  next  one  is  the  case  of  the  Glacier.  The  gist  of  the  chief  con- 
structor's statement  is  that  more  work  was  done  than  was  authorized 
by  the  bureau  on  the  Glacier^  and  in  view  of  the  report  from  the 
manager,  of  January  7  (see  appendix  to  chief  constructor's  hearing, 
p.  534) ,  this  seems  to  have  been  the  case. 

But  as  the  original  report  of  these  repairs  was  not  quoted^  I 
would  like  to  append  it  to  the  hearing,  ana  to  invite  your  attention 
to  the  indorsement  of  the  inspector  of  machinery,  dated  June  8, 1909, 
as  well  as  to  the  remarks  in  paragraph  2  of  the  letter  regarding  the 
condition  of  the  refrigerating  machinery,  from  which  it  is  apparent 
that  it  was  known  that  a  thorough  overhauling  was  necessary. 

Mr.  Butler.  From  whom? 

Admiral  Cone.  From  the  naval  constructor  manager.  When  I  in- 
'  vestigated  this  business  to  find  out  where  this  money  was  going,  I 
submitted  this  memorandum  to  the  Secretary  and  wrote  a  letter  to 
the  Mare  Island  yard  to  find  out  what  this  was.  On  January  26, 
some  time  after  this  appeared,  I  got  the  report  from  the  naval  con- 
structor manager,  reporting  just  where  this  money  had  been  spent. 
In  the  chief  constructor's  hearings  he  states,  on  page  423 : 

Tbe  Inspector  of  machinery  authorized  worlcing  three  shifts,  an  arrange- 
ment which  necessarily  increased  the  costs.  Full  overhead  expense  was  not 
Included  in  the  estimates,  but  was  included  in  the  return  of  costa  It  is 
also  worthy  of  note  that  the  work  was  done  after  July  1,  1909,  and  the  Navy 
Regulations  gave  the  inspector  of  machinery  power  to  direct  work  and  methods. 
Naval  Constructor  Evans  forwarded  Inspector  of  machinery  on  January  7 
a  full  statement  of  this  work. 

That  report  was  forwarded  in  answer  to  a  letter  from  me  requiring 
an  explanation  as  to  how  this  money  had  been  spent.  (See  Ap- 
pendix VI.)  The  gist  of  this  matter  is  that  the  correctness  of  those 
figures  is  not  attacked.  It  is  admitted  that  $14,431.08  was  spent, 
when  only  $6,443  was  authorized;  but  the  blame  for  that  is  laid  on 
the  inspector  of  machinery  at  the  Mare  Island  Navy- Yard.  I  would 
like  to  invite  the  committee's  attentiwi  to  the  fact  that  this  whole 
corresi)ondence,  which  appears  in  this  appendix,  shows  that  the 
inspector  of  machinery  has  been  ignored.    He  does  not  appear  in  it. 
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As  to  whether  he  did  authorize  that  work  or  not  there  is  no  way  of 
knowing,  because  the  commandant  did  not  give  him  a  chance  to  have 
his  say  on  these  papers  before  forwarding  them.  However,  whether 
he  did  or  did  not  is  immaterial  to  the  point  at  issue,  for  the  reason 
that  he  had  no  authority  to  authorize  any  such  expenditure  of  money, 
and  neither  had  the  commandant  authority  to  authorize  the  expendi- 
ture of  that  money. 

Mr.  RoBEBTS.  The  only  authority  they  had  was  for  substantially 
$6,000? 

Admiral  Cone.  The  authority  they  had  was  for  $6,443,  and  they 
sp^t  $14,431.08. 

Mr.  Roberts.  Anything  spent  in  excess  of  the  $6,000  you  mentioned 
under  tJie  Newberry  plan  was  wholly  without  authority  from  the 
Bureau  of  Steam  Engineering? 

Admiral  Cone.  Yes,  sir.  In  cases  of  emergency  the  regulations 
provide  that  the  commandant  may  expend  more  money — ^may  author- 
ize a  job  to  be  done  up  to  $200 — ^but  he  must  immediately  report  IL 
Such  reports  I  did  not  receive,  and  did  not  know  anything  about 
their  reasons  for  exceeding  the  estimates  until  January  26,  the  day 
on  which  the  chief  constructor  appeared  before  the  committee;  for 
although  the  naval  constructor's  report  to  the  bureau  is  dated  Jan- 
uary 7,  the  date  it  left  Mare  Island  was  January  20,  and  the  date  of 
its  receipt  January  26. 

Mr.  BoBEBTS.  Have  you  been  able  to  fix  the  responsibility  on  any 
person  for  expending  that  $8,000  over  and  above  the  authorization? 

Admiral  Cone.  No,  sir.  I  am  going  to  attempt  to.  The  first  thixig 
I  will  do  is  to  hear  what  the  inspector  of  machinery  has  to  say.  iS 
had  no  authority  to  authorize  it,  I  know. 

The  Chaibman.  He  was  the  one  who  made  the  original  estimate 
for  the  $6,000? 

Admiral  Cone.  No,  sir.  The  reports  in  the  chief  constructor's 
hearing  say  Lieutenant  Davis,  a  line  officer,  the  en^neer  on  duty 
under  the  manager,  as  a  subordinate  to  the  manager,  is  the  one  who 
made  the  estimate.- 

The  Chaibman.  Of  $6,000? 

Admiral  Cone.  Yes,  sir.  Since  this  question  has  come  up.  Lieu- 
tenant Davis,  who  is  serving  in  my  office  as  a  subordinate,  has  sub- 
mitted to  me  a  memorandum  setting  forth  in  detail  how  the  estimates 
were  made  at  Mare  Island  (see  Appendix  VII),  as  it  throws  light 
on  it.  By  the  same  reasoning,  as  in  the  case  of  the  manager,  he  shifts 
the  responsibility  one  step  farther  down. 

Mr.  BuTLEB.  On  whom  would  that  go  ? 

Admiral  Cone.  Down  to  the  foreman  machinist  afloat. 

Mr.  Thomas.  Did  you  talk  this  over  with  Constructor  Evans  while 
he  was  in  the  city  ? 

Admiral  Cone.  No,  sir;  I  did  not  touch  on  that.  I  saw  him  for 
a  few  minutes,  but  he  is  a  very  warm,  personal  friend  of  mine,  and 
we  did  not  talk  about  that. 

Mr.  Thomas.  You  did  not  go  into  detail,  trying  to  straighten  it 
out? 

Admiral  Cone.  These  papers  straighten  it  out,  except  that  I  would 
like  to  hear  from  the  inspector  of  machinery,  whose  side  of  it  does 
not  appear  in  the  papers  submitted  by  the  chief  constructor.    It  is 

Digitized  by  VjOOQ  IC 


PROPOSED  REORGANIZATION  OF  NAVY  DEPARTMENT.     633 

my  intention  to  refer  the  case  to  the  Secretary  of  the  Navy  in  an 
endeavor  to  find  out  what  was  actually  done. 

Mr.  Butler.  There  is  no  criticism  of  Evans? 

Admiral  Cone.  No,  sir.  I  am  just  stating  the  criticism  on  the 
system  that  allows  money  to  be  spent  there  about  which  my  first 
knowledge  came  through  reports  made  several  months  after  the  work 
was  done. 

The  Chairman.  When  was  this  work  done? 

Admiral  Cone.  Last  summer. 

The  Chairman.  After  you  came  in? 

Admiral  Cone.  Yes,  sir;  it  was  done  after  I  came  in. 

Mr.  Slbmp.  He  says,  in  his  reports,  that  a  good  deal  of  the  excess 
is  due  to  refrigerating  machinery. 

Admiral  Cone.  Yes,  sir;  apparently  this  is  a  case  of  not  excess 
cost,  but  a  case  of  doing  a  great  deal  or  work  that  was  not  authorized. 

Mr.  SiiEMP.  I  was  just  going  to  ask  you  if  that  was  included  in  the 
estimates? 

Admiral  Cone.  Yes,  sir;  but  the  total  estimate  was  $6,443. 

Mr.  Slemp.  I  got  that  point  all  right,  but  my  question  was  whether 
the  estimates  included  the  refrigerating  machmery. 

Admiral  Cone.  Yes,  sir;  auite  in  detail.     (See  Appendix  V.) 

The  Chairman.  Evans  makes  the  statement  here,  on  page  519 : 

Verbal  instructions  were  recolved  by  Lieutenant  Davis  and  Assistant  Naval 
Constructor  Gatewood  from  the  inspector  of  machinery  and  his  representative 
as  to  the  work  required,  and  these  instructions  were  followed  and  the  work 
carried  out  eiutctly  as  laid  out  by  the  inspector  of  machinery  or  his  represen- 
tative. 

Admiral  Cone.  Yes,  sir.  The  point  at  issue  is  this,  it  does  not 
make  any  difference  to  me;  neither  one  of  them  had  authority  to 
authorize  any  such  expenditure  for  labor;  not  even  the  commandant 
bad  any  such  authority.  In  order  to  hear  from  the  other  man  con- 
cerned here,  on  whom  the  responsibility  for  this  unauthorized  work 
has  been  put,  I  intend  to  take  it  up  in  an  official  way. 

Mr.  Dawson.  I  would  like  to  ask  this  general  question :  Supposing 
an  estimate  is  made  for  a  certain  job  of  work  and,  as  might  be 
natural,  when  they  come  to  perform  that  work  they  find  that  other 
repairs  are  necessary  which  would  carry  the  cost  largely  above  the 
original  estimate,  what  would  be  the  proper  procedure  in  the  navy- 
yara?  Should  they  wire  the  Bureau  of  Steam  Engineering  in  the 
department,  submitting  a  supplemental  estimate  or  asking  for  author- 
ity to  spend  an  additional  sum ;  or  what  would  be  the  procedure  ? 

Admiral  Cone.  By  the  regulation,  if  it  exceeded  $200  in  cost,  they 
should  wire  to  the  bureau  and  get  authority.  The  practice  has  been, 
at  Mare  Island  especially,  since  I  have  been  here,  that  they  go  ahead 
if  it  does  not  exceed  an  unreasonable  amount  like  this,  and  when  the 
job  is  finished  they  report  just  what  they  did.  There  is  another 
feature  that  comes  in  here,  that  in  this  machinery  they  might  have 
to  change  a  good  many  things  and  repair  it  in  a  way  I  would  know 
nothing  about,  and  my  record  would  be  entirely  wrong. 

Mr.  KoBEBTS.  You  keep  a  record  here  of  the  changes  on  board  ship  ? 

Admiral  Cone.  Yes,  sir. 

Mr.  BoBERTS.  And  if  they  should  repair  machinery  in  a  way  you 
did  not  authorize  your  record  would  not  show  that? 

Admiral  Cone.  No  ;  the  records  would  be  wrong. 
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Mr.  Roberts.  So,  in  time  of  emergency,  if  you  were  asked  to  send 
on  certain  parts  to  that  ship,  you  mi^ht  send  the  wrong  part  entirdy, 
because  your  records  were  not  straight  by  reason  of  that  excessive 
authority  at  the  yard? 

Admiral  Cone.  Exactly. 

The  Chairman.  They  should  have  reported  to  you,  should  they 
not? 

Admiral  Cone.  Yes,  sir;  not  only  ought  they  to  have  reported  to 
me,  but  I  claim  they  should  not  have  spent  $8,000. 
'  The  Chairman.  They  should  have  gotten  your  consent  to  it,  in  any 
event  ? 

Admiral  Cone.  Yes,  sir. 

Mr.  Roberts.  The  point  is,  further,  they  should  have  reported 
afterwards? 

Admiral  Cone.  Yes,  sir. 

The  Chairaian.  They  ought  to  have  asked  for  authority  first  and 
then  afterwards  made  a  full  report. 

Admiral  Cone.  The  first  item  is: 

At  the  same  yard  the  estimates  for  the  Saturn  were  $1,283;  the  cost  was 
$4486.53.    On  the  Active  the  work  cost  $1,563.54,  instead  of  $951. 

In  the  case  of  the  Saturn  my  figures  are  wrong,  and  I  am  very 
sorry  for  it.  These  figures,  given  by  the  chief  constructor,  are  cor- 
rect in  the  case  of  the  Saturn,  and  my  figures,  as  I  said  before,  are 
wrong,  for  the  reason  that  my  subordinates,  in  looking  over  the  files, 
overlooked  certain  authorizations  for  which  I  am  responsible  and, 
as  I  said  before,  for  which  I  am  sorry. 

In  regard  to  the  Active,  the  final  returns  from  the  Mare  Island 
yard  for  1909,  this  monthly  report,  shows  exactly  the  figure  I  have 
put  down — $1,503  and  some  cents.  The  report  of  the  naval  con- 
structor at  Mare  Island,  dated  November  29,  1909,  to  the  Bureau  of 
Steam  Engineering,  gives  the  cost  of  this  work  as  $1,506.96,  a  differ- 
ence of  $56.  Now  comes  another  report  sent  by  the  naval  constructor 
and  countersigned  by  the  paymaster,  the.  one  referred  to  by  the  chief 
constructor,  saying  it  cost  only  $1,444.90.  So  there  are  three  reports 
giving  three  different  amounts  which  do  not  vary  very  much.  But 
the  principle  there  is  exactly  the  same,  and  it  is  exactly  the  same  as 
in  the  case  of  the  Glacier.  In  the  appendix  over  here  in  the  naval 
constructor's  letter  from  Mare  Island  it  is  claimed  that  additional 
work  was  done;  in  the  case  of  yard  craft  the  commandant  had  au- 
thority to  authorize  that  additional  work,  but  he  should  have  reported 
it.     I  knew  nothing  about  that  until  I  received  this  report. 

So,  you  see  we  have  three  sets  of  figures : 

Monthly  sumiuary  of  job  orders  for  October  « $1,563.54 

Report  of  manager,  dated  November  29,- 1909  « 1,506.96 

Report  of  manager  and  accounting  officer,  dated  January  24,  1910  *_-    1, 444. 90 

And  all  are  supposed  to  have  emanated  from  the  manager. 
Mr.  Roberts.  Three  different  reports  on  the  same  work  giving 
different  amounts  of  cost? 

Admiral  Cone.  Three  different  amounts  of  cost  on  the  same  job. 
Mr.  Slemp.  And  the  same  books  are  accessible  to  everybody? 

«  See  appendix. 

*  See  pages  424  and  544  of  chief  constructor's  hearing. 
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Admiral  Cone.  And  the  same  books  accessible  to  everybody  at 
Mare  Island. 

Mr.  Dawson.  Does  the  new  cost  and  accounting  system  go  to  that 
trouble? 

Admiral  Cone.  As  I  said  before,  I  am  not  familiar  with  what  has 
been  done,  but  it  has  to  go  to  the  root  of  it  if  it  is  going  to  be  a  suc- 
cessful accounting  system ;  there  is  no  question  about  that 

The  next  is  item  5  [reading] : 

• 

On  the  West  VirQinia,  where  the  department  told  the  yard  that  the  estimates 
were  considered  excessive,  the  cost  exceeded  those  estimates  by  $5,657.83,  and 
by  $13,583.83,  if  allowance /be  made  for  one  estimate  of  $8,000,  the  work  for 
which  was  performed  in  a  manner  recomm^ided  by  the  inspector  of  machinery 
at  a  cost  of  $874. 

The  commandant  at  Mare  Island  reports  that  the  above  statement 
as  to  the  West  Virginians  costs  and  estimates  is  incorrect,  and  says  in 
his  tel^^am: 

Omitting  the  estimates  and  cost  of  the  Job  on  the  ash  ejectors,  which  was  not 
completed,  the  total  estimates  amounted  to  $40,924.  The  total  cost  amounted 
to  $33,443;  in  other  words,  $7,000  less  than  the  estimate.  Omitting  the  esti- 
mate and  costs  for  rebabbitting  the  main' bearings,  as  to  which  the  manager 
stated  in  his  letter  they  were  not  available  for  examination  and  there  was  noth- 
ing to  show  whether  th^  were  out  of  alignment  or  not,  and  subsequent 
examination  showed  this  item  to  be  a  comparatively  small  Job ;  also  omitting 
the  estimates  and  costs  for  boiler  Job  originally  estimated  to  be  done  by  the 
ship's  force  and  actually  done  by  the  yard  force,  by  direction  of  the  inspector 
of  machinery,  the  estimate  for  remaining  work  becomes  $32,^24 — ^the  actual 
cost,  $29,089. 

The  difference  between  my  fibres  and  their  figures  is  that  the 
original  estimate  of  $10,350,  referred  to  under  case  1,  is  added  in 
here  to  get  this  fi^re,  $40,924,  as  being  authorized  work.  So,  also,  is 
$8,000  for  rebabbitting  main  bearings,  which  the  constructor's  report 
of  April  28,  1909,  states  is  not  included  in  the  estimates.  There  was 
no  authority  for  this^  and,  as  I  have  before  shown,  thev  were  directed 
to  submit  a  new  estimate  for  the  $10,350  work,  as  that  was  nearly 
twice  as  high  as  it  should  have  been. 

In  this  manner  the  estimate  has  been  increased  in  the  report  in  the 
first  case  by  $7,126.17  and  the  second  case  by  $7,687.45,  or  a  totail  of 
$14,813.62  more  than  there  is  authority  for.  This  is  from  the  figures 
given  in  the  Mare  Island  reports. 

The  second  figures  in  this  report  are  also  misleading,  for  in  order 
to  get  the  cost  mentioned  there  they  have  removed  the  first  job  men- 
tioned above,  but  not  the  second  one,  and  they  have  also  eliminated  a 
boiler  job  on  which  they  spent,  according  to  their  own  report, 
$3,180.M  more  than  was  authorized. 

The  recommendation  of  the  manager  regarding  the  $8,000  job  is 
contained  in  the  following  extract  from  his  report  of  April  28,  1909 
(Appendix  B) : 

Item  III:  Rebabbltt  as  necessary  and  Une  up  aU  main  bearings  both  main 
engines. 

Labor . $6, 000 

Material 2, 000 

Total  (time,  90  days) . 8,000 

The  main  bearings  were  not  available  for  examination  and  have  nothing  to 
show  whether  they  are  out  of  alignment  or  not  Starboard  main  bearings  are 
lined  up  with  liners,  and  babbitt  metal  is  reported  to  have  dragged  and  to  have 
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become  heated  in  the  port  bearings.  The  above  estimate  is  tentative.  Beoom- 
mend  that  examination  be  made  by  the  ship  when  she  comes  to  this  yard  for 
repairs  and  further  report  submitted. 

Mr.  Padgett.  That  is  similar  to  the  other  case,  then,  the  spending 
of  money  without  authority  from  the  chief  of  the  bureau! 

Admiral  Cone.  No,  sir;  this  is  a  different  case. 

Mr.  Padgett.  I  say  it  is  the  same  principle. 

Mr.  Roberts.  No  :  it  is  worse  than  that,  if  I  understand  it 

Admiral  Cons.  No,  sir;  in  case  one,  where  the  estimates  were  high 
and  the  jdi)  was  done  in  a  different  way  and  did  not  cost  as  much,  me 
difference  is  added  in  here  to  get  this  figure  $40,924  as  being  author- 
ized work,  for  which  there  was  no  authority,  for  the  reason  that  they 
were  directed  to  send  in  a  new  estimate,  as  that  one  was  twice  as  high 
as  it  should  be. 

Mr.  Padgett.  That  is  what  I  said.  They  went  ahead  without 
authority  from  you  and  spent  $7,000  on  other  jobs  without  authority! 

Admiral  Cone.  Yes,  sir. 

Mr.  Slemp.  When  you  receive  a  report — say,  from  the  constructor 
in  charge — ^that  the  estimates  are  going  to  be  exceeded,  then  what  is 
your  line  of  procedure? 

Admiral  Cone.  I  either  authorize  them  or  disapprove  them. 

Mr.  Slemp.  When  you  authorize  them,  what  do  you  do? 

Admiral  Cone.  I  telegraph  the  authority. 

Mr.  SusMP.  That  is,  do  you  go  on  the  ground  to  see  whether  it  is 
necessary? 

Admiral  Cone.  No,  sir;  I  do  it  through  this  correspondence  which 
you  see  here.  It  sets  forth  in  detail  the  condition  of  things  and  pro- 
poses to  do  it  in  a  certain  way,  and  if  it  is  not  approved  it  is  directc^i 
to  be  done  in  another  way  or  not  at  all;  but  usually  on  all  small 
repairs  I  have  to  go  on  the  recommendations  from  the  yard. 

The  Chairman.  He  is  really  the  only  one  who  knows? 

Admiral  Cone.  He  is  the  only  one  in  a  position  to  know. 

The  Chairman.  He  sees  what  is  needed. 

Admiral  Cone.  Yes ;  and  must  have  experience  afloat  to  be  able  to 
tell  what  should  be  done  by  the  yard  and  what  by  the  ship's  company. 

Mr.  Si-emp.  Have  you  ever  turned  down  a  request  for  going  on 
with  the  work  when  the  estimate  was*  received  ? 

Admiral  Cone.  Yes,  sir ;  that  is  shown  in  this  correspondence. 

Mr.  Padgett.  Let  me  ask  you  this  question :  Suppose  work  is  done 
without  your  authority  and  without  your  approval  of  the  estimiates, 
and  it  is  reported  to  you  later  that  the  work  has  been  done,  as  you 
cited  some  instances  a  while  ago? 

Admiral  Cone.  Yes,  sir. 

Mr.  Padgett.  Do  you  ever  have  a  case  where,  upon  this  report,  you 
failed  to  approve  the  report? 

Admiral  Cone.  Very  rarely,  sir;  but  when  the  report  comes  in, 
then  I  correct  my  records  and  bring  my  accounts  and  everything  else 
up  to  date. 

Mr.  Padgett.  I  understand,  but  suppose  the  condition  should  arise 
that  you  would  disapprove  the  report,  some  items  in  the  report,  then 
what  would  be  the  status? 

Admiral  Cone.  The  money  would  have  to  be  written  off,  just  the 
same.    I  could  not  get  the  money  back. 

The  Chairman.  The  money  is  spent! 

Digitized  by  VjOOQ  IC 


PROPOSED  REOBGANIZATION  OF  NAVY  DBFABTMENT.     637 

Admiral  Cone.  Yes,  sir.  But  if  it  were  a  serious  enough  case  the 
officer  concerned  would  be  disciplined  by  the  Secretary. 

Mr.  Padgett.  That  is  what  I  wanted  to  get,  what  your  method  was. 
Of  course,  the  Oovemment  has  spent  the  money. 

Admiral  Cone.  Yes,  sir;  the  money  is  gone. 

Mr.  Padgett.  But  it  was  spent  without  authority  in  the  first  in- 
stance, and  without  your  approval  in  the  last  instance  ? 

Admiral  Cone.  Yes,  sir. 

Mr.  Padgett.  And  it  brings  it,  then,  to  a  question  of  discipline? 

Admiral  Cone.  Yes,  sir.  . 

Mr.  Padgett.  If  you  regard  it  as  serious  enough  ? 

Admiral  Cone.  Yes,  sir. 

Mr.  Padgett.  But  at  all  events  the  work  goes  on,  and  the  money  is 
credited  up  to  the  expenditure  of  the  appropriation? 

Admiral  Cone.  Yes.  But"  I  want  to  mipress  on  you  the  fact  that 
if  the  man  on  the  ground  has  the  experience  he  will  know  the  condi- 
tions. 

Mr.  Padgett.  But  while  he  did  it  without  authority,  he  did  it 
properly? 

Admiral  Cone.  There  must  have  been  an  emergency. 

Mr.  Gregg.  He  is  usually  able  to  give  jou  some  good  reason? 

Admiral  Cone.  Yes,  sir..  There  is  this  case  that  comes  uj).  Fre- 
quently he  does  it  in  a  way  that  I  do  not  approve  of  the  design,  the 
manner  in  which  he  did  it.  There  is  a  case  like  that  in  this,  where 
he  goes  ahead  and  does  the  work  without  authority,  and  does  it  in  a 
way  we  know  is  not  the  best  from  our  larger  point  of  view  and  of  the 
mistakes  that  have  been  made  in  the  past. 

Mr.  Padgett.  What  do  you  do  in  that  instance? 

Admiral  Cone.  If  it  is  sufficiently  serious,  when  the  ship  next 
comes  to  the  yard  we  spend  more  money  to  change  his  repairing.  If 
it  is  not  dangerous,  or  does  not  affect  the  integrity  of  the  ship,  it  is 
usually  left. 

Mr.  Padgett.  Is  he  reprimanded  for  proceeding  to  work  out  on  a 
design  without  getting  instructions  from  headqi^arters  as  to  the 
design? 

Admiral  Cone.  No,  sir;  because  in  some  cases  he  would  have  to 
work  his  own  way  out  of  it,  in  an  emergency. 

Mr.  Padgett.  So  that  Uie  correction  of  the  officer  comes  in  subse- 
quent ships,  or  when  that  ship  is  later  in  the  yard? 

Admiral  Cone.  Yes,  sir.  The  second  figures  given  in  this  report 
are  different  from  mine  for  this  reason.  In  order  to  get  figures  men- 
tioned there^  as  he  says  in  his  report  here,  on  the  face  of  it,  he  has 
left  out  the  ]ob  of  $8,000,  on  which  there  was  but  $874  expended,  and 
he  has  also  left  out  a  boiler  job  for  which  there  was  aosolutely  no 
authority,  and  which  he  spent  $3,180  more  on  than  was  authorized. 
In  regard  to  the  boiler  jolb,  as  it  was  presented  to  me,  I  approved 
the  jdb  to  cost  $300  in  material. 

Mr.  Padgett.  And  they  spent  $3,480? 

Admiral  Cone.  Three  thousand  four  hundred  and  eiffhty  dollars 
on  it,  and  it  was  afterwards  stated  here  that  they  found  this  neces- 
sarv  and  went  ahead  and  spent  the  money  on  it,  but  now,  in  order  to 
make  my  figures  incorrect,  they  want  to  omit  this  job  from  the  ac- 
count sent  in,  and  they  state  that  they  do  subtract  it. 

Mr.  Padgett.  So,  as  a  matter  of  fact,  the  money  was  spent? 
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Admiral  Cone.  The  money  was  spent,  and  it  is  simply  a  question 
of  difference  between  my  account  and  tnis,  which  is  this,  that  they, 
in  the  first  case,  count  in  jobs  which  were  not  authorized,  according 
to  my  papers  here. 

Mr.  Roberts.  That  ffives  them  a  leeway. 

Admiral  Cone.  And,  in  the  next  case,  they  throw  out  jobs  that 
they\did  without  authority;  that  is,  they  did  not  do  the  job  without 
authority,  but  they  had  authority  to  expend  $300  and  they  spent 
$3,000  and  more,  and  that  is  the  difference  in  these  two  statements. 

Mr.  Gregg.  I  understand*  that  is  simply  to  reconcile  the  difference 
between  the  statement  you  made  and  the  statement  made  by  Admiral 
Capps? 

Admiral  Cone.  The  correctness  of  my  statements  was  attacked  in 
these  reports  from  Mare  Island,  and  I  have  naturally  figured  out 
where  the  difference  is. 

Mr.  Padgett.  So  the  sum  of  the  matter  is  this,  that  in  the  prac- 
tical working  out  in  the  shops  there  is  a  screw  loose  somewhere  in 
the  management? 

Admiral  Cone.  Exactly.  The  total  results  of  this  thing  as  they 
have  come  out  here  are  clear  to  me,  and  undoubtedly  show  you  that 
I  was  seriously  recommending  to  the  Secretary  to  authorize,  say, 
$5,000  worth  of  work,  and  maybe  twice  that  sum  was  being  spent 
without  my  knowledge. 

Mr.  Roberts.  On  work  of  your  bureau! 

Admiral  Cone.  On  work  of  my  bureau ;  yes,  sir. 

Mr.  Padgett.  In  other  cases,  where  you  nad  authorized  a  certain 
amount  on  other  jobs,  it  was  done  for  less  and  the  surplus  trans- 
ferred and  used  in  another  job  where  you  had  authorized  less? 

Admiral  Cone.  In  making  up  these  total  figures  that  they  tele- 
graphed here  from  Mare  Island ;  yes,  sir. 

Mr.  Padgett.  Not  only  in  the  reports,  but  in  the  actual  work? 

Admiral  Cone.  Yes,  sir. 

Mr.  Padgett.  The  money  from  one  job  was  transferred  to  and  used 
in  another?  ' 

Admiral  Cone.  Yes,  sir. 

Mr.  Slemp.  It  that  not  largely  a  question  of  discipline? 

Admiral  Cone.  Exactly. 

Mr.  Slemp.  That  really  goes  down  to  the  question  of  discipline? 

Admiral  Cone.  I  did  not  quite  understand;  I  can  not  say  tnat;  but 
I  am  certainly  going  to  take  measures,  just  as  soon  as  I  get  through 
with  this,  to  see  if  the  Secretary  of  the  Navy  can  not  find  out  exacuy 
what  is  being  done.  I  have  certainly  got  to  arrive  at  a  soimder 
foundation  than  I  am  on  right  now. 

.  Mr.  Roberts.  The  fact  is  that  this  loose  screw  that  Mr.  Padgett 
spoke  of  was  under  the  Newberry  plan? 

Admiral  Cone.  Yes,  sir.  And  my  object  in  submitting  this  memo- 
randum was  not  with  any  purpose  of  reflecting  on  any  individual. 
My  object  was  to  point  out  to  the  Secretary  of  the  Navy  the  short- 
comings of  what  is  called  the  "  Newberry  system."  As  a  matter  of 
fact,  the  particular  general  manager  whom  I  mentioned  in  this  memo- 
randum IS  a  warm  personal  friend  of  mine;  and,  furthermore  the 
reason  I  mentioned  more  cases  there  at  Mare  Island  than  anywhere 
else  is  because  that  was  the  yard  that  was  said  to  be  run  on  the  New- 
berry scheme  better  than  any  other.    As  the  chief  constructor  very 
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rightly  says  in  his  testimony,  you  can  go  around  under  any  system 
and  pick  out  hundreds  of  cases  where  people  are  making  mistakes.  I 
simply  pick  these  out  as  typical  cases  to  exemplify  the  shortcomings 
of  uie  system. 

Mr.  Padgeti'.  Does  this  not  show  that  in  the  personal  equation  the 
subordinate  oflScers  are  assuming  authority  which  they  had  no  right 
to  assume  and  exercise? 

Admiral  Cone.  They  did,  and  expended  mortey  under  that  assumed 
authority. 

Mr.  Slemp.  Have  you  not  ever  discovered  a  condition  of  this  kind 
before  the  introduction  of  the  Newberry  plan  ? 

Admiral  Cone.  I  never  served  in  the  department  before  that. 

Mr.  Roberts.  The  point  of  all  this  is  that,  with  a  constructor  man- 
ager in  a  navy-yard  m  sole  command — ^you  may  draw  this  inference 
from  it — ^he  did  not  know  enough  about  steam  engineering  to  stand 
right  up  in  his  boots  and  say  to  anybody,  "We  will  not  do  work 
under  steam  engineering  that  is  not  authorized."  In  other  words,  he 
allowed  somebody  who  claimed  to  know  something  about  steam  en^- 
neerinff — assuming  he  did  not  know  anything  about  it — to  make  him 
expend  money  in  excess  of  the  authorization? 
-  Admiral  Cone.  Exactly. 

Mr.  Padgett.  Another  phase  of  this,  without  reference  to  the  New- 
berry plan,  or  the  Meyer  plan,  or  the  plan  that  existed  before  either 
of  them,  or  under  any  plan,  will  you  not  have  confusion  if  subordi- 
nates undertake  to  assume  authority  and  exercise  it  and  spend  money 
where  they  are  not  authorized  to  do  so? 

Admiral  Cone.  Yes,  sir;  you  are  bound  to  have  confusion  under 
such  conditions. 

Mr.  Padgett.  That  seems  to  be  what  is  going  on,  to  explain  a 
number  of  these  contradictory  reports  that  have  come  in  here. 

Admiral  Cone.  Mr.  Padgett,  I  would  not  like  to  say  that  that  is 
what  has  been  going  on,  because  in  all  fairness  to  the  men  here  who, 
it  is  claimed,  authorized  that,  they  should  be  heard  from. 

Mr.  Padgett.  The  Admiral  said  to  us  that  whether  he  authorized 
it  or  did  not  authorize  it  he  had  no  authority  to  authorize  it. 

Admiral  Cone.  Exactly ;  it  does  not  affect  the  issue  at  all. 

Mr. 'Padgett.  So  I  want  the  statement  of  the  Admiral  that  he  had 
no  right  to  authorize  it,  if  he  did  authorize  it,  and  if  he  did  not 
authorize  it,  it  was  still  expended  without  authority. 

Admiral  Cone.  Exactly. 
.  Mr.  Roberts.  But  under  the  Newberry  plan  he  could  not  authorize 
it.    The  naval  constructor  manager  was  the  man  who  authorized  it 
The  responsibility  must  be  on  him,  under  the  Newberry  plan,  because 
he  is  the  head  of  the  thing. 

Mr.  Padgett.  Yes;  but  the  authority  to  spend  must  come  from 
Washington. 

Mr.  Roberts.  I  understand  that,  but  this  surplus  work  could  not 
have  been  done  in  the  Mare  Island  Navy- Yard  except  upon  tlie  order 
of  the  naval  constructor  manager,  who  was  the  responsible  man  in 
that  yard.  It  makes  no  difference  where  he  got  his  suggestions  as  to 
doing  that  extra  work,  the  responsibility  stul  rested  on  him,  as  the 

Sneral  manager  of  that  yard,  for  doing  it.    You  can  not  escape  that. 
:herwise,  what  is  he  there  for! 
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Admiral  Cone.  That  seems  to  me  sound  reasoning.  Item  No. 
6  reads  as  follows : 

"  PermaDent  joints  were  broken  on  the  boilers  of  the  Preble  at  Mare  Island, 
not  because  tbis  work  was  necessary,  but  because  of  a  desire  to  see  what  tbe 
joints  looked  like."  As  reported  by  the  commandant  of  tbe  Mare  Island  Navy- 
Yard,  the  joints  referred  to  on  the  Preble  were  in  bad  condition,  requiring  re- 
imirs.  The  commanding  ofBcer  of  the  Preble,  Lieutenant  Brillhait,  now  outside 
superintendent  of  the  machinery  division  at  Mare  Island,  refused  to  pass  the 
boilers  unless  the  joints  were  broken  and  remade.  Lieut  Milton  Davis,  now 
engineering  superintendent  of  the  machinery  division  at  Mare  Island,  informed 
the  manager  that  the  same  joints  on  the  Paul  Jone%  were  not  broken  when  her 
boilers  were  repaired  at  Mare  Island  before  consolidation,  and  were  afterwards 
found  in  bad  condition. 

That  does  not  necessarily  follow  because  the  joints  on  another 
boat  are  in  bad  condition.  As  a  matter  of  fact,  the  inspector  of  ma- 
chinery, in  a  memorandum  here,  states  they  were  in  go^  condition: 

MSM  OaANDUlC  TO  ICANAQIS. 

Mat  7,  1900. 
This  office  has  no  information  of  a  job  order  coverhig  the  work  now  in 
progress  on  joints  of  pipes  joining  the  back  ends  of  the  lower  drums  of  Thorny- 
croft  boilers  for  the  Preble.  The  work  which  is  being  done  involves  consider- 
able expenditure  of  time  and  money,  and  is  not  warranted  by  the  condition  of 
the  flange  bolts  or  of  the  triangular  rings  and  their  seats  in  the  pipe  joints. 
There  are  no  evidences  of  any  of  the  joints  having  been  leaking.  I  recommend 
that  the  joints  which  have  not  yet  been  broken  may  not  be  disturbed.  Work  is 
now  in  progress  on  these  pipes  for  two  boilers  only. 

0.  A.  Gabb, 
C(mvmai%der,  U.  £f.  Navy,  Inspector  of  Machinery. 

Mr.  Butler.  Why  did  they  break  them! 

Admiral  Cone,  because  L<ieutenant  Brillhart,  the  commanding 
officer  of  the  boat,  apparently,  from  this  correspondence,  demandra 
that  they  be  broken  and  made  new.  There  was  no  danger  then  of 
their  carrying  away,  but  he  wanted  to  see  what  they  were  like. 
As  to  the  position  taken  by  the  commanding  officer  of  the  Preble^ 
that  was  perfectly  natural.  If  the  naval  constructor  had  had  experi- 
ence in  such  matters,  he  would  have  known  that  the  officers  of  a 
torpedo  boat  are  going  to  get  everything  they  possibly  can  at  a  yard. 
The  manager  was  there  to  see  that  they  did  not  get  any  more  than 
was  necessary.  The  new  positions  of  these  officers  at  Mare  Island 
are  subordinate  ones  under  the  officer  who  at  the  time  referred  to 
was  inspector  of  machinery,  and  they  will  have  the  benefit  of  his 
wider  experience  in  deciding  matters  that  come  up.  They  are  not 
there  to  decide  what  work  shall  be  done,  but  to  see  that  the  work 
is  done  as  somebody  else  decides  [reading] : 

At  the  same  yard  condenser  tubes  valued  at  about  $4,000  were  melted  up  as 
scrap,  and  the  manager  was  unable  to  fix  the  responsibility  for  this  waste. 

The  full  report  of  this  is  on  page  555  of  the  chief  constructor's 
hearing,  which  report  was  submitted  to  the  Bureau  of  Steam  En- 
gineering and  was  not  satisfactory.  That  full  report,  you  will 
notice,  has  to  do  principally  with  condenser  tubes  on  the  Otncinnati^ 
which  I  do  not  see  bears  on  the  condenser  tubes  of  the  Whipple  in 
the  slightest,  except  the  memorandum  of  the  inspector  of  machinery, 
quotea  on  page  525  of  the  chief  constructor's  hearing,  uses  this  lan- 
guagB: 

The  material  of  the  tubea  except  at  the  ends,  still  appears  to  be  of  excel- 
lent quality,  and  by  cutting  off  the  ends  of  the  tubes  they  will  still  be  service- 
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able  for  retublng  shorter  condensers.  *  *  *  A  similar  condition  was  found 
in  the  condenser  tubes  of  the  U.  S.  S.  Whipple,  to  which  your  attention  was 
called  in  a  memorandum  from  this  office  on  February  6,  1009. 

We  will  have  to  hear  from  the  inspector  of  machinery  before  we 
get  more  light  on  it,  but  I  may  say  that  it  looks  to  me  as  if  he  meant 
that  the  ends  were  brittle,  wnich  is  a  yery  usual  condition  in  con- 
denser tubes,  and  a  very  general  engineering  practice  is  to  cut  those 
ends  off  and  use  the  tulles  again,  and  they  will  last  just  about  as  long 
as  new  ones. 

The  Chaibman.  It  did  not  specify  which  particular  ship. 

Admiral  Cone.  No,  sir.  It  was  the  Whivple  that  was  referred  to. 
I  said  the  value  was  about  $4:,000.  I  have  nad  it  fibred  up,  and  the 
price  of  the  tubes  was  $3,640  when  new.  The  chief  constructor  in 
his  statement  says  nothing  was  lost,  because  they  were  scrap.  The 
price  of  scrap,  if  you  take  the  absolute  raw  material  of  condenser 
tube&  is  11^  cents  a  pound,  and  if  you  take  it  at  the  value  of  scrap, 
it  is  oetween  4  and  t  cents  a  pound.  The  price  of  condenser  tubes 
is  26  cents  a  pound,  so  that  the  condenser  tubes  are  a  great  deal  more 
valuable  than  scrap,  of  course. 

As  to  item  8,  the  official  information  in  this  case  was  broiight  to 
my  attention  by  the  proceedings  of  a  court  of  inquiry  at  Mare  Mand, 
and  attention  was  called  by  the  court  to  the  testmiony  that  these 
floor  plates  had  been  put  on  the  dump.  I  took  that  up ;  and  the  com- 
mandant evidently  took  it  up,  too,  and  made  an  investigation,  of 
which  I  knew  nothing  until  the  chief  constructor's  hearmg  came 
out.  I  did  not  get  a  copy  of  the  report  from  the  general  store- 
keeper. The  question  seems  to  have  narrowed  down  to  a  question 
of  where  the  dump  is.  I  would  like,  however,  in  justification,  to 
introduce  some  adaitional  liffht  on  the  subject.  The  general  store- 
keeper, on  page  560  of  the  ^ief  constructor's  hearing,  says  he  did 
not  mean  to  put  them  on  the  dump  and  had  no  intention  of  putting 
them  on  the  dump ;  that  he  did  tell  the  fellow  who  brought  them  to 
take  them  over  and  put  them  in  a  field  adjacent  to  the  aump.  The 
dump  on  the  Mare  Island  Navy- Yard  is  put  down  on  the  charts  of 
the  navy-yard  as  being  a  field  next  to  the  machine  shop,  which  ex- 
plains the  chief  constructor's  statement  (p.  425)  that  they  were  not 
on  the  dump,  but  adjacent  to  the  engineering  shops,  so  that  they 
could  have  beien  adjacent  to  the  dump  and  adjacent  to  the  machine 
shop  at  the  same  time,  or  on  the  dump  and  adjacent  to  the  machine 
shops. 

Mr.  PADOirrr.  As  a  matter  of  fact,  waiving  those  immaterial  ques- 
tions, what  was  the  disposition  of  them  finally?  What  became  of 
them? 

Admiral  Cone.  The  disposition  of  them  was  that  when  the  com- 
mandant's attention  was  invited  to  it  by  the  court  of  inquiry  he 
called  the  attention  of  the  paymaster  to  it,  and  the  paymaster  states 
in  his  letter  that  he  has  removed  them  from  that  locality  and  put 
them  next  to  metal  shed  No.  2,  so  that  they  have  not  been  lost. 

Mr.  Padgbtt.  So  that  they  are  now  in  the  same  condition  as  they 
were? 

Admiral  Cone.  They  are  apparently  in  the  same  condition  they 
were,  and  the  price  of  them  has  not  been  lost,  of  which  I  knew  noth- 
ing until  this  came  up.    Further  along  in  that  I  noticed  that  the 
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chief  constructor  used,  in  his  testimony,  copies  of  some  personal 
letters,  and  this  is  the  only  case  in  which  I  ask  to  use  an  extract 
from  a  personal  letter.  I  would  like  to  read  a  paragraph  out  of 
a  personal  letter  to  a  subordinate  in  my  oflSce  (Captain  Griffin) 
from  Commander  Carr,  the  inspector  of  machinery,  as  it  puts  a  dif- 
ferent light  on  this.    He  says : 

A  couple  of  days  agQ  I  went  to  the  dump  and  found  there  between  eighty 
and  ninety  flreroom  floor  plates,  purchased  under  the  bureau's  specifications, 
size  36  by  96  inches,  and  in  excellent  condition,  aside  from  being  slightly  rusted 
at  the  edgea  There  were  also  about  1,500  boiler  tubes  of  assorted  sizes  and 
gauges,  about  85  per  cent  of  which  are  suitable  for  use  in  every  respect  This 
material  had  been  taken  from  racks  outside  of  the  boiler  shop,  where  it  has 
been  stored.  Upon  Inquiry  at  the  boiler  shop,  I  found  that  the  general  store- 
keeper had  examined  the  material  and  condemned  it  because  it  appeared  rusty, 
and  had  ordered  it  placed  on  the  dump.  This  order  had  been  given  against 
the  advice  of  the  foreman  boilermaker,  who  stated  to  him  that  the  material 
was  nearly  as  good  as  new.  I  understand  that  the  material  was  not  on  charge 
on  the  storehouse  books.  Yesterday  afternoon  I  telephoned  to  the  storekeeper 
and  he  told  me  that  he  had  made  a  mistake  in  ordering  the  floor  plates  to  the 
dump,  and  asked  me  to  send  him  a  memorandum  regarding  the  examination 
of  the  boiler  tubes,  which  I  did. 

I  think,  eventually,  when  the  inspector  of  machinery  has  a  say, 
a  good  many  of  these  kinks  will  be  straightened  out. 

The  Chairman.  I  do  not  suppose  we  can  get  the  real  truth  until 
we  have  the  naval  constructor  from  the  Mare  Island  yard  and  the 
engineer  and  the  paymaster.    These  things  are  important. 

Admiral  Cone.  As  a  matter  of  fact,  as  Mr.  Padgett  said,  these 
floor  plates  have  not  been  lost  to  the  Government. 

Mr.  Padgett.  There  just  seems  to  have  been  some  carelessness 
somewhere. 

Admiral  Cone.  Exactly.  I  would  guess — ^I  am  not  stating  this 
from  anything  in  the  files — ^that  when  the  naval  constructor  took 
charge  at  Mare  Island  he  began  to  clean  up  everything  in  sight,  and 
some  valuable  material  got  mixed  up  in  it.  That  is  the  way  it  looks 
to  me. 

Item  No.  9  [reading]  : 

Mare  Island  had  orders  to  make  5  screw  propellers  for  the  Davis  and  Fow. 
None  of  the  test  pieces  were  pulled  until  all  the  screws  had  been  cast,  and 
then  it  was  found  that  the  metal  was  of  such  inferior  quality  as  to  be  fit  only 
for  the  scrap  heap.  Had  the  test  piece  from  the  first  screw  cast  been  pulled, 
the  poor  quality  of  the  material  would  have  been  known,  and  a  needless  expendi- 
ture of  $1,000  avoided. 

Five  propellers  for  the  torpedo  boats  Fox  and  Davis  were  made  of  gun  metal, 
as  no  suitable  manganese  bronze  was  on  hand.  One  was  installed  on  the  Davis 
seyen  months  ago,  has  been  used,  and  not  yet  removed. 

G^ie  total  labor  cost  of  the  other  four  was  $390.  The  material  can  be  used 
again  at  a  loss  estimated  at  $50,  making  the  total  loss  $440  The  cost  of  the 
propeller  on  the  Davis  is  for  labor,  $123.  If  this  is  counted  as  lost,  the  total 
loss,  allowing  $12  loss  for  material  in  the  Davis  propeller,  is  $575.  Full  report 
was  submitted  to  the  Bureau  of  Steam  Engineering  in  July,  1909. 

That  $575  differs  from  my  thousand  dollars,  and  is  simply  a  ques- 
tion of  opinion.  He  does  not  count  in  that  the  loss  due  to  taking  new 
material — ^n  metal,  \^hich  is  valued  at  16  cents  a  pound — and  con- 
verting it  mto  scrap,  which  is  valued  at  about  8  cents.  That  is,  he 
has  to  scrap  it  after  he  has  cast  the  propellers,  and  if  you  add  that  to 
the  amount  lost  it  will  make  it  about  $800.  If  you  add  to  that  the 
overhead  or  shop  charges  that  they  add  in  on  all  jobs,  it  will  make  it 
above  $1,000.    But  the  principle  is  exactly  the  same.    A  matter  of  a 
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doUar  one  way  or  the  other  is  not  so  important  to  me  as  the  fact  that 
thejr  made  five  screw  propellers  without  testing  any  of  the  metal 
which  they  were  pouring  into  them.  If  they  had  poured  one  screw 
propeller  and  tested  it  and  found  it  had  only  2  per  cent  elongation, 
they  would  have  known  immediately  that  it  was  unsuitable  for  mak- 
ing these  propellers. 

Mr.  Roberts.  Could  they  not  test  that  before  it  was  poured  into  the 
propeller  mold  ? 

Admiral  Coke.  They  could  do  it,  but  the  usual  practice  in  a  small 
propeller  like  that — ^they  only  cost  about  $250 

Mr.  Padgett.  In  other  words,  make  one  and  see  if  it  is  a  good  one, 
and  then  make  the  rest? 

Admiral  Cone.  Make  one  and  see  if  the  metal  is  burned.  This  was 
good  gun  metal  at  the  beginning,  as  stated  in  the  report  of  the  naval 
constructor,  in  the  appendix  to  me  chief  constructor's  hearing. 

The  Chairman.  Was  there  not  an  engineer  inspector  there?  ^ 

Admiral  Cone.  Yes,  sir;  the  engineer  inspector  is  the  man  who 
threw  them  out. 

Mr.  Englbbright.  Admiral  Cone,  is  not  work  of  that  character 
largely  dependent  on  the  immediate  skill  of  the  foreman,  or  the  man 
in  charge  of  the  work? 

Admiral  Cone.  Yes,  sir;  the  work  itself  is  dependent  almost  en- 
tirely on  the  man  who  is  doing  the  casting.  But  the  fact  that  five 
were  cast  without  ever  testing  one  of  them  throws  the  responsibility 
on  the  foreman  and  then  the  superintendent  and  then  the  next  man, 
the  manager,  you  might  say.  It  is  the  system.  I  do  not  mean  any 
individual,  but  the  system  of  having  a  manager  casting  propellers 
who  is  not  familiar  with  what  the  metal  ought  to  be  in  a  propeller. 

The  next  item  is  the  Florida.    That  is  a  very  long  item. 

Mr.  Roberts.  Can  you  not  give  us  the  gist  of  it? 

The  Chairman.  That  is  the  last  one. 

Admiral  Cone.  I  will  just  sketch  that,  and  if  I  can  append  my 
papers  it  will  be  satisfactory.  The  fact  of  the  Florida  business  is, 
that  when  I  came  in,  on  the  23d  day  of  May,  the  contract  had  not 
been  awarded  for  the  Florida^a  shafting.  The  chief  constructor  had 
been  acting  chief  of  the  Bureau  of  Steam  Engineering,  and  he  had 
not  awarded  the  contract  for  very  good  and  sufficient  reasons,  in  that 
he  had  obtained  quotations  from  other  people;  and  when  I  came  in 
I  made  representations  to  the  people  who  were  going  to  make  them 
for  us,  and  they  reduced  their  price  of  the  shafting.  I  will  say  in 
fairness  to  them  that  we  changed  the  conditions  and  they  reduced 
the  price.  That  delay  until  June  10  was  due  to  efforts  toward  getting 
shafting  cheaper ;  in  fact  the  Government  saved  considerable  money. 
I  say  this  simply  to  show  that  I  am  not  responsible  for  the  delay  on 
it.  Very  soon  after  that  the  naval  constructor  manager  at  New  York 
reported,  in  a  long  letter,  which  is  given  in  appendix  to  the  chief 
constructor's  hearing,  page  565,  that  Tie  would  be  unable  to  cast  the 
turbine  casings  of  the  Florida  on  time  and  that  he  wanted  to  buy 
some  of  them  outside.  He  submitted  a  requisition  for  my  approval 
proposing  to  enter  into  a  contract,  without  competition,  for  $43,700 
for  the  manufacture  of  the  four  largest  of  these  casings  by  an  outside 
firm.  I  considered  the  price  too  high  and  would  not  approve  the 
requisition.  His  report  snowed  very  clearly  that,  if  his  reasoning  was 
sound,  we  did  not  possess  a  foundry  that  could  make  these  castings 
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in  a  reasonable  time,  and  convinced  me  that  if  we  did  not  have  one 
we  ought  to  get  busy  and  get  one  that  could  cast  them.  (See  Appen- 
dix VlII.)  So  I  sent  this  letter  back,  saying  that  I  thought  we 
ought  to  be  equipped  to  make  them,  and  if  we  were  not  we  ought  to 
get  busy  and  get  equipped.  The  manager  appealed  over  mj^  head  to 
tne  Secretary  of  the  Navy  and  protested  agam  against  making  these 
castings,  in  a  letter  which  he  has  not  appended  to  his  correspondence, 
but  which  I  want  to  append.  (See  Appendix  IX.)  The  Assistant 
Secretary  of  the  Navy  ordered  me  to  go  to  New  York  and  make  a 
personal  investigation^  which  I  did;  and  in  this  correspondence,  which 
appears  here  also,  the  inspector  of  machinery  in  an  indorsement  on  the 
itiana^er's  letter  of  June  11,  1909,  stated  that  the  castings  could  be 
made  m  New  York  (see  Appendix  X) ;  that  no  serious  effort  had  been 
made  to  get  them  out,  and  no  work  had  been  done  on  these  large  pat- 
terns in  Vie  pattern  shop.  (See  Appendix  IX,  first  indorsement.)  I 
went  to  New  York  and  personally  investigated  all  these  questions  and 
made  up  my  mind,  taking  advice  from  everybody,  that  the  castings 
could  be  made  there  with  ease.  And  furthermore,  I  went  to  the  pattern 
shop  to  investigate  the  question  whether  they  had  made  any  effort  to 
do  it  or  not,  and  I  found,  from  inspection  and  from  the  statements  of 
the  head  pattern  maker  and  the  inspector  of  machinery,  that  all  that 
was  needed  to  increase  the  capacity  was  to  employ  pattern  makers; 
there  were  ample  facilities  in  the  pattern  shop.  So  I  came  back  and 
reported  to  the  Secretary,  and  he  ordered  that  the  work  be  proceeded 
with. 

Mr.  Butler.  What  work  had  been  done  on  the  patterns? 

Admiral  Cone.  Nothing;  the  pattern  of  these  particular  castings 
has  not  been  undertaken  at  all. 

Mr.  BoBERTS.  That  was  the  contention  in  the  Secretary's  original 
statement. 

Admiral  Cone.  Yes,  sir.  Then,  on  July  1,  they  turned  over  to  the 
inspector  of  machinerjr  this  work,  and  he  proceeded  with  the  manu- 
facture of  these  castings,  but  from  a  statement  in  the  chief  con- 
structor's hearings  he  says,  in  effect,  that  the  castings  were  behind, 
and  that  they  were  going  to  cost  more  than  the  engineisr  officers  there 
had  estimated.  I  have  had  time  since  reading  this  statement  to  get  a 
telegram  from  the  commandant  of  the  New  York  yard  which  I  would 
like  to  read  in  connection  with  this,  in  which  he  says : 

Referring  to  bureau's  telegram  this  date,  percentage  of  completion  machinery 
Florida  January  1 — 

That  is  in  connection  with  the  statement  of  the  chief  constructor 
that  the  machinery  of  the  Florida  was  12  per  cent  completed,  as  com- 
pared with  the  Viah^s  68  per  cent  [reading] — 

exclusive  of  boilers,  pumps,  and  other  auxiliary  machinery  under  contract  la 
12  plus;  same,  including  boilers  but  not  including  pumps  and  other  auxiliary 
is  22}. 

In  other  words,  the  chief  constructor's  statement  fails  to  state  that 
the  method  of  calculating  the  percentage  for  the  Florida  and  the 
Utah^  as  he  gives  it.  was  entirely  different,  for  the  reason  that  with 
the  Florida  we  did  not  allow  anything  for  work  on  the  boilers  build- 
ing outside  the  yard.  In  the  case  of  the  Utah  we  made  payments  on 
boilers  upon  report  that  such  work  had  been  done,  even  though  no 
boilers  had  actually  been  delivered.    The  boilers  are  not  counted  in  at 
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all  on  the  Florida.  While  they  are  well  along,  we  did  not  count 
them,  while  on  the  Utah  the  boilers  are  nearly  completed,  and  they 
are  counted  in  the  total.  However,  I  do  not  want  you  gentlemen  to 
think  from  my  statements  that  I  wish  to  state  that  the  Florida  is  as 
far  advanced  as  the  Utah,  because  she  is  not^  as  stated  in  this  tele- 
gram, and  she  is  necessarily  behind  the  Utah  for  the  reason  that  we 
are  buying  the  plans  from  the  company  building  the  Utah^  and  we 
certainly  can  not  get  ahead  of  them  if  we  buy  their  finished  draw- 
ings.   We  have  to  wait  until  they  make  them. 

Mr.  Roberts.  How  does  it  happen,  if  I  may  ask,  that  we  are  buy- 
ing the  plans  from  that  company  that  is  builaing  the  Utah? 

Admiral  Cone.  That  was  done  to  save  money,  I  suppose.  It  was 
done  before  I  came  here.    [Continuing  reading:] 

Completion  of  all  machinery  not  expected  to  delay  completion  of  hull  work; 
expected  to  complete  all  castings,  sixteen  in  number,  for  turbine  casings  by 
June  next — 

An  indorsement  (see  Appendix  IX,  seventh  indorsement)  of  man- 
ager naval  constructor  states  that  if  these  castings  are  delivered 
to  the  shop  by  July  1  it  will  not  delay  him. 

Mr.  Padgeit.  Are  they  making  those  castings  in  the  yard  at  New 
York,  or  will  they  ultimately  buy  them? 

Admiral  Cone.  Making  all  of  them  in  the  yard  at  New  York. 

Mr.  Padgett.  They  have  not  yet  been  cast^  then  ? 

Admiral  Cone.  This  telegram  states: 

Seven  pieces  already  east  and  partly  machined,  five  pieces  well  advanced  in 
foimdry.    Parks  does  not  expect  cost  to  exceed  estimate. 

There  is  only  half  of  these  total  castings  that  are  concerned  in  this 
controversy. 

Mr.  Padgett.  I  understood  that,  four  of  them. 

Admiral  Cone.  Four  turbine  castings,  but  eight  castings,  and  those 
the  largest. 

Mr.  Padgett.  The  question  is,  they  would  cost  $43,000  ? 

Admiral  Cone.  The  private  concern  bid  $43,700,  and  the  estimate 
of  the  inspector  of  macninery  was  $8,000  less.  There  is  no  question 
that  the  price  submitted  by  the  private  company  was  high.  It  was  7 
cents  a  pound  for  cast  iron  for  the  castings,  which  anyone  knows  is 
high.  Besides,  they  wanted  to  make  the  castings  in  a  cheaper  way 
than  we  specified. 

Mr.  Padgett.  So,  from  that  telegram,  it  is  expected  they  will  be 
completed  at  a  cost  not  to  exceed  $15,000? 

Admiral  Cone.  $35,840;  yes.  sir.  Furthermore,  in  this  corre- 
spondence it  is  made  to  appear  tnat  there  are  but  two  other  foundries 
in  this  country  which  are  capable  of  making  these  castings^  and  I 
think  I  should  correct  that,  for  there  are  a  number  of  foundries  that 
could  make  them^  as  is  pointed  out  in  the  correspondence  of  the 
inspector  of  machinery.  I  am  informed  that  the  castings  used  by  the 
New  York  Shipbuilding  Company  for  the  Arkansas  now  are  to  be 
made  by  the  Westinghouse  Company.  So  the  whole  thing  there  is 
the  fact  that  the  naval  constructor  manager  did  not  want  to  under- 
take to  make  these  castings,  because  he  was  of  the  opinion  it  would 
delay,  and  the  inspector  of  machinery  took  issue  with  him  and  said 
it  would  not  delay,  and  there  was  no  reason  why  they  should  not  be 
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made  at  the  New  York  yard ;  and  as  the  Government  had  appropri- 
ated this  money  and  passed  a  law  that  the  ship  should  be  built  there 
it  was  proper  irom  every  standpoint  to  make  them  there.  Further- 
more, in  tnis  correspondence  the  manager  at  New  York  goes  on  to 
state  his  long  training  and  experience  (p.  427  of  the  chief  construct- 
or's hearing) ,  in  which  he  clearly  sets  forth  the  fact  that  he  has  had 
no  engineering  experience  in  twenty-one  years. 

Mr.  Roberts.  Baxter  does? 

Admiral  Cone.  Certainly.  In  this  hearing  here,  in  this  letter,  he 
says: 

Having  been  manager  of  the  manufacturing  department  at  this  nalry-yard 
from  February  1,  1909,  to  December,  1900,  this  statement  is  so  unfortunately 
warded  that  it  implies  negligence  and  ignorance  on  my  part  while  assigned  to 
this  duty. 

I  did  not  mean  to  imply  any  negligence.  I  did  mean  to  imply  that 
he  did  not  have  sufficient  engineering  knowledge  to  decide  whether 
these  castings  could  be  made  with  the  facilities  provided.  [Con- 
tinuing reading] : 

I  therefore  respectfully  request  the  department  to  consider  the  following 
brief  statement  of  facts,  which  can  be  fully  verified  by  the  rec^ords. 

2.  I  entered  the  Naval  Academy  as  a  cadet  engineer,  and  after  graduntion 
had  three  years'  sea  service,  one  year  of  which  was  as  an  assistant  engineer; 
after  this  I  was  sent  abroad  for  special  study,  and  spent  two  years  in  a  cele- 
brated shipyard  in  Glasgow,  Scotland,  performing  the  same  duties  as  its  regular 
employees  during  working  hours,  in  the  engineering  drafting  room  and  in  the 
engineering  shops. 

Then  he  goes  on  and  shows  he  is  a  highly  educated  and  a  very 
able  man.    There  is  no  question  about  that.     [Continuing  reading]  : 

Returning  home  in  1889,  I  was  an  assistant  of  Naval  Ck>nstructor  Bowles  dur- 
ing the  construction  of  the  Texas  and  Raleigh,  until  after  their  launching.  In 
1895  I  was  ordered  as  the  head  of  the  department  of  construction  and  repair 
at  the  Mare  Island  Navy-Yard,  and  since  that  time  have  been  on  duty  in  the 
same  responsible  capacity  at  the  Boston  and  New  York  yards,  where  I  have 
had  control  of  thousands  of  employees. 

He  has  not  done  any  engineering  duty  since  1889,  as  he  states  in 
his  letter  there.  As  I  say,  I  would  like  to  introduce  a  certain  letter 
in  here  that  has  been  left  out. 

The  Chairman.  You  fill  out  your  hearings  with  anything  you 
want  to  put  in. 

Mr.  Roberts.  Does  that  complete  all  the  items? 

Admiral  Cone.  No,  sir;  there  are  two  small  ones.  The  next  one 
has  to  do  with  the  making  of  a  boiler  drum  for  the  Farragut^  as  to 
which  my  statement  was: 

A  very  simple  Job  came  up  at  Mare  Island  for  making  a  new  drum  for  one  of 
the  boilers  of  the  torpedo  boat  Farragvt, 

I  will  substantiate  that  first  statement  in  the  only  way  I  can,  by 
saying  that  a  boiler  drum  is  a  very  simple  job.  It  is  only  a  round 
drum  with  holes  bored  in  it  for  inserting  tubes.  [Continuing 
reading] : 

The  work  involved  no  complication  whatever,  and  was  such  as  any  boiler 
shop  would  have  been  able  to  handle  with  ease;  but  after  consuming  eighteen 
days  without  doing  any  work  at  the  yard  the  manager  recommended  that  the 
drum  be  purchased. 
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The  naval  constructor  says  (p.  528)  that — 

The  inspector  was  informed  by  representatives  of  the  manager  tliat  there  was 
no  material  on  hand  to  make  the  drum — 

But  no  date,  or  approximate  date,  of  this  notification  is  stated. 
The  statement  in  the  next  sentence: 

According  to  the  Navy  Regulations,  as  modified  July  1,  1909,  it  was  the  duty 
of  the  inspector  to  msike  requisition  for  the  necessary  material — 

Is  strictly  correct.  It  was  his  duty  "  according  to  the  Navy  Regu- 
lations," but  not  under  the  interpretation  put  upon  them  at  Mare 
Island.  In  order  to  show  this,  I  will  quote  two  paragraphs  of  the 
commandant's  order,  as  printed  on  page  ^32  of  the  chief  constructor's 
hearing,  relating  to  the  changes  in  the  regulations.  Paragraph  2 
reads : 

2.  The  regulations  as  amoaded  direct  the  inspector  of  machinery,  with  the 
approval  of  the  commandant,  to  indicate  the  labor,  tools,  and  material  required 
for  authorized  steam  engineering  work,  these  to  be  furnished  by  the  manager. 
The  inspector  is  then  to  exercise  full  control  of  this  labor,  tools,  and  material. 
This  control  will  be  exercised  by  the  inspector,  through  the  manager,  and  the 
organization  of  the  manufacturing  department. 

A  casual  reading  of  this  might  convey  the  impression  that  the  in- 
spector of  machinery  at  Mare  Island  would  have  to  provide  material 
for  any  work  that  is  authorized,  but  it  is  necessary  to  analyze  this 
paragraph  to  get  its  full  meaning.  The  first  part  of  this  quotation, 
beginning  "the  regulations  as  amended,"  refers  to  the  changes  in 
Naval  Emulations  mentioned  in  paragraph  1,  which  were  directed 
by  the  Navy  Department.  These  regulations  unequivocally  gave  the 
injector  "  full  control,"  but  the  Mare  Island  regulations  did  not. 

Paragraph  3  (a)  of  this  navy-yard  order  is  as  follows: 

When  the  commandant  receives  authority  from  the  department  for  worlE 
under  the  Bureau  of  Steam  Engineering,  or  himself  authorizes  worlc  in  advance 
of  the  bureau's  approval,  a  written  authority  for  the  worlt  will  be  given  to 
both  the  manager  and  the  inspector  of  machinery.  Receipt  of  such  written 
authority  will  be  an  order  from  the  commandant  to  the  manager  to  furnish  the 
necessary  labor,  tools,  and  material  to  accomplish  the  work. 

From  this  it  would  appear  that  the  manager  is  the  responsible 
oflScer. 

The  naval  constructor  manager  states  in  this  appendix  that  he  did 
notify  the  inspector  of  machinery.  The  commandant  does  not  sub- 
stantiate it  by  reference  to  the  inspector  of  machinery,  but  he  states 
it,  and  I  will  take  it  as  a  fact  that  he  did  at  some  time  notify  him. 
However,  the  fact  still  remains  that  this  delay  was  there,  and  that 
there  was  a  telegram  sent  from  this  bureau  to  proceed  with  the  manu- 
facture of  this  boiler  drum  (see  Appendix  XI),  but  nothing  was  done 
about  it,  and  the  next  I  knew  of  it  was  this  memorandum,  from  the 
manager,  of  November  6,  which  recommends  that  a  boiler  drum  be 
purchased,  not  from  the  Union  Iron  Works,  as  is  intimated  in  the 
chief  constructor's  statement,  but  from  the  Gas  Engine  and  Power 
Company,  Morris  Heights,  N.  Y.    I  will  read  this : 

25660-D-Bu.  S.E.]        [Memorandum  for  the   inspector  of  machinery.] 

United  States  Navy-Tabd, 
Mare  Wand,  Cal.,  November  6,  1909, 
Referring  to  your  memoranduin  of  November  3,  stating  that  request  has  beeu 
made  on  the  general  storekeeper  for  purchase  of  the  necessary  material  for  the 
manufacture  of  an  upper  drum  for  boiler  A  of  the  Farragut,  I  suggest  the  de- 
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sirabtlity  of  purchasing  this  drum  from  the  Gas  E^ngine  and  Power  (Company 
and  Charles  L.  Seabnry  and  Company,  Consolidated,  Morris  Heights,  New  York 
City. 

There  Is  no  doubt  that  this  company  has  on  hand  the  necessary  material  for 
the  manufacture  of  the  drum.  There  Is  also  no  doubt  in  my  mind  that  this 
company  could  manufacture  the  drum  cheaper  than  it  can  be  done  at  the  navy- 
yard,  and  they  have  made  a  large  number  of  these  drums  and  have  the  neces- 
sary appliances  and  also  have  wide  experience.  In  view  of  these  conditions  It 
seems  probable  that  a  drum  could  be  obtained  from  this  company  in  very  much 
less  time  than  the  material  could  be  obtained  and  the  drum  manufactured,  and 
that  also  It  will  be  obtained  at  less  cost  to  the  Government.  I  therefore  sug^ 
gest  that  a  telegram  be  sent  to  the  company  asking  for  prices  and  when  delivery 
could  be  made. 

Very  respectfully,  H.  A.  Bvans, 

Naval  Constructor,  U,  8,  Navy,  Manager, 

26660-D.]  [First  indorsement.]  [No.  1436-1. 

United  States  Navt-Yabd, 
Mare  Island  Cat.,  November  8,  1909. 

1.  Respectfully  forwarded  to  the  commandant,  requesting  reference  to  the 
Bureau  of  Steam  £}ngineerlng  for  consideration  of  the  subject  of  the  purchase 
of  the  separator  drum  of  boiler  "A"  of  the  Farragut. 

2.  This  is  a  repair  Job,  and  I  recommend  that  the  work  may  be  done  at  the 
navy-yard. 

C.  A.  Cabb, 
Commander,  U.  8.  Navy,  Inspector  of  Machinery, 

[Second  indorsement.] 

United  States  Navt-Yabd, 
Mare  Island  Cah,  November  8,  1909. 
1.  Respectfully  forwarded  to  the  Bureau  of  Steam  Engineering,  in  accordance 
with  the  request  of  the  inspector  of  machinery,  and  inviting  attention  to  the 
first  indorsement 

T.  S.  Phelps, 
Rear-Admiral,  U.  8,  Navy, 
Commandant  Navy-Yard  and  Station^ 

That  came  on  here,  and  I  sent  a  second  telegram  to  go  ahead  and 
make  the  drum.  There  is  nothing  in  the  correspondence  that  I  have 
seen  up  to  date,  except  in  the  chief  constructor's  hearing,  that  says 
anything  about  the  Union  Iron  Works.  There  was  no  proposition 
made  to  get  it  from  the  Union  Iron  Works,  and,  as  bearing  upon 
this,  the  mspctor  of  machinery  says,  in  a  letter  of  November  23 
(see  Appendix  XII) : 

Material  suitable  for  the  manufacture  of  this  drum  could  not  be  found  on 
this  coast. 

So  the  Union  Iron  Works  would  have  had  to  purchase  the  material 
as  we  have  had  to,  and  it  would  have  had  to  pass  the  same  inspection 
as  if  we  purchased  it. 

Mr.  Padgett.  On  the  coast? 

Admiral  Cone.  He  means  on  the  Pacific.  This  letter  is  written 
from  Mare  Island.  So,  if  we  had  waived  competition  and  purchased 
material,  we  could  have  obtained  it  just  as  soon  as  the  Union  Iron 
Works.  The  real  point  at  issue  there,  to  my  mind,  is  this — ^the  one 
I  have  in  mind  anyhow — that  a  telegram  was  sent  out  and  nothing 
was  done  about  the  boiler  drum. 

The  Chairman.  Evans,  in  his  letter,  on  page  529,  says  that  "  the 
following  tender  was  received  from  the  Union  Iron  Worxs," 
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Admiral  Cone.  Yes,  sir.  I  say  that  was  the  first  time  I  saw  that; 
but  that  was  afterwards,  was  it  not?  It  does  not  say  what  date 
[reading] : 

Further,  in  connection  with  this  subject,  the  manager  desired  to  make  a  com- 
parison of  the  cost  and  time  that  the  drum  could  have  been  procured  through 
private  firms,  and  the  time  and  cost  required  to  manufacture  it  at  the  navy- 
yard.  The  following  tender  was  received  from  the  Union  Iron  Works  in 
writing. 

I  assume  from  that  language  he  got  it  later,  because  he  made  no 

Eroposition  to  me  to  purdiase  it  from  the  Union  Iron  Works,  the 
uilders  of  the  boat. 

Now,  take  up  item  12.  I  state  that  the  naval  constructor  manager 
at  the  nav^-yard  made  a  proposition  to  transfer  money  from  one 
appropriation  to  the  other.  I  wish  to  state  here  that  I  aid  not  start 
this  out  after  anyone  personally,  and  I  do  not  want  my  meaning  to 
be  misunderstood,  for  this  particular  officer,  the  naval  constructor 
at  Puget  Sound,  is  to  my  mind  one  of  the  finest  men  I  have  ever 
known,  and  one  of  the  most  upright^  and  I  know  this  letter  was  not 
written  with  the  idea  of  doing  anything  wrong,  but  I  do  know  it  pro- 
poses to  transfer  expenditures  from  one  appropriation  to  the  otner. 
I  will  quote  the  correspondence  in  the  case,  for  it  illustrates  better 
than  anything  I  know  how  the  system  put  in  the  power  of  the  mana- 

fer  to  make  the  apparent  cost  oi  work  anything  he  pleased,  and  the 
ureaus  concerned  would  be  powerless  to  prevent  such  transfer  of 
funds.  If  he  were  so  disposed,  the  manager  could  simply  make  the 
cost  small  or  great,  as  he  pleased,  depending  upon  how  much  he 
charged  up  to  another  bureau's  appropriation;  for  he  not  only 
employed  the  labor  and  kept  the  time  oi  the  workmen,  but  he  also 
kept  the  money  accounts  of  all  bureaus. 

661^DD.] 

Drpabtmbitt  of  the  Navt, 
Bureau  of  Steam  Engineering, 
Washmgion,  D.  C,  March  2S,  1909, 
Sib  :  1.  The  bureau  desires  that  for  the  remainder  of  the  fiscal  year  no  leave 
be  granted  to  employees  paid  from  appropriation  "  Steam  machinery,  1909," 
except  in  cases  of  emergency.    The  limited  funds  now  available  for  the  dis- 
charge of  the  bureau^s  obligations  for  the  balance  of  the  fiscal  year  renders 
it  necessary  to  exercise  great  care  in  the  allotment  of  such  funds. 
By  direction  of  the  Secretary  of  the  Navy : 

W.  L.  Gapps, 
Chief  Constructor,  U.  B.  Navy,  Acting  Chief  of  Bureau, 
The  Ooifif ANDANT  Navt-Yabd, 

Puget  Sound,  Wash. 


73a4.I>^Bii.  8.  B.     No.  969.]  [  JDB  :  BBL. 

Navy-Yard, 
Puget  Sound,  Wash.,  March  29,  1909. 
SiB :  1.  Referring  to  letter  of  the  Bureau  of  Steam  Engineering,  No.  6512-DD, 
dated  March  23,  1909,  directing  that  no  leave  be  granted  to  employees  paid 
from  appropriation  "Steam  Machinery,  1909,"  except  In  case  of  emergency, 
it  is  noted  for  the  information  of  the  bureau  that  since  the  consolidation  of  the 
manufacturing  plants  it  is  not  practicable  to  charge  each  particular  man  to  any 
one  appropriation,  and  it  is  necessary  to  prorate  the  charge  for  leave.  If  de- 
sired, the  amount  which  would  ordinarily  be  prorated  to  "Steam  machinery, 
1909,"  could  be  charged  to  "  Construction  and  repair,  1909,"  an  account  being 
kept  of  the  leave  so  charged,  and  an  additional  charge  made  to  "Steam 


Digitized  by  LjOOQ  IC 


660  PBOFOSSD  KBOBGANIZATION  OF  ISAVY  DBPABTMBKX: 

machinery,  1910,"  relieving  to  that  extent  "Construction  and  repair,  1910.** 
As  the  amount  of  leaye  taken  during  the  first  half  of  the  calendar  year  is 
always  considerably  less  than  the  Amount  of  leave  earned  during  this  half 
of  the  calendar  year,  there  would  appear  to  be  no  objection  to  this  method  of 
making  the  charge. 

Very  respectfully,  J.  D.  Bbubet, 

Vaval  ConBtructor,  U,  8,  Navy. 

The  Chikt  or  the  Bubkau  or  Stbaic  BifoiNEEBiNo. 


10630-DD.]  [JBQ/AGF. 

Depabtment  or  the  Navt,  Bubeau  or  Steam  Engineebing, 

.     Wa9hington,  D.  C,  May  25,  1909, 
Sib:  1.  The  restriction  placed  upon  granting  leave  to  employees  paid  from 
appropriation  "  Steam  machinery,  1909,"  contained  in  letter  of  the  bureau. 
No.  5512-DD,  dated  March  23,  1009,  is  hereby  withdrawn,  the  necessity  for 
same  having  now  passed. 
By  direction  of  the  Secretary  of  the  Navy. 

H.  I.  Gone, 
Engineer  4n  ChieJ,  U.  S.  Navy,  Chief  of  Bureatu 

The  Ck)iciCANDAirT  Navy-Yabd, 

Pvget  Sound,  Wash. 

This  letter  of  the  manager  was  received  on  April  5,  when  the 
chief  constructor  was  the  chief  of  bureau,  and  I  have  no  official 
record  of  anv  action  he  took  on  it.  When  I  came  into  the  bureau, 
on  May  25,  tnis  was  called  to  my  attention,  and  I  immediately  wrote 
the  letter  saying  that  those  restrictions  would  be  removed. 

Mr.  Butler.  The  circumstances  do  not  involve  you  or  your  bu- 
reau ? 

Admiral  Cone.  No,  sir;  they  do  not  involve  me.  There  is  no 
record  in  the  Bureau  of  Steam  Engineering  of  what,  if  any,  action 
was  taken  on  the  proposition  of  the  manager  at  the  Puget  Sound 
Navy- Yard,  and,  in  the  absence  of  any,  the  presumption  is  that  none 
was  taken.  Furthermore  I  wish  to  state  that  my  object  in  submitting 
that  was  simply  to  show  how  appropriations  could  be  swapped 
around.  I  wanted  to  make  this  clear  to  the  Secretarv,  that  under 
the  Newberry  system  I  did  not  have  the  control  over  the  finances  of 
my  bureau  that  I  had  to  have  in  order  to  keep  track  of  the  money. 
I  submitted  that  memorandum  with  a  view  of  pointing  out  to  the 
Secretary,  first,  where  money  was  going,  and  also  where  inexperience 
was  causing  work  to  be  done  where  it  should  not  have  been  done, 
and  further  that  I  could  not  account  for  the  money  of  the  Bureau 
of  Steam  Engineering  when  the  final  day  of  reckoning  came. 

The  Chairman.  You  culled  these  instances  out  of  the  work  of 
your  bureau;  did  you  not? 

Admiral  Cone,   x  es,  sir. 

The  Chairman.  Got  them  up  yourself? 

Admiral  Cone.  These  instances  were  gotten  up  from  records  which 
I  have  here  from  the  Bureau  of  Steam  Engineering. 

The  Chairman.  When  were  they  gotten  up? 

Admiral  Cone.  Some  time  about  the  1st  of  December;  when  a 
case  would  come  along  I  would  make  a  note  of  it. 

The  Chairman.  T  see  there  is  no  date  on  the  memorandum. 

Admiral  Cone.  No,  sir.  It  was  about  the  1st  of  December.  I 
would  make  a  note,  and,  of  course,  the  vast  majority  of  them  were 
explained  to  me.    These  cases  were  not  explained. 
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Mr.  Padobtt.  I  would  like  to  ask  this  question :  You  are  speak- 
ing about  under  the  constructor  manager.  Could  not  these  cases 
happen  under  any  system  if  the  subordinate  officer  acted  as  he  has 
acted  heretofore  in  those  cases  that  you  have  cited  ? 

Admiral  Cone.  In  my  (pinion,  they  could  not  happen,  for  the 
reason  that  I  consider  that  when  we  get  to  the  bottom  of  this  we 
will  find  that  a  great  deal  of  this  work  was  done — ^I  wish  you  to 
understand  this  is  not  a  charge  at  all,  but  it  is  my  opinion— that  a 
e;reat  deal  of  this  work  was  done  because  of  the  fact  that  the  men  on 
board  ship  wanted  it  d<me,  and  there  was  not  sufficient  engineering 
talent  to  keep  them  from  having  it  done.  But,  to  answer  your  ques- 
tion directly,  if  a  subordinate  is  going  to  authorize  work  which  he 
has  no  authority  to  exercise,  any  system 

Mr.  Padgett.  Yes,  sir ;  take,  for  instance,  this  last  case  you  cited, 
the  letter  proposing  to  transpose  appropriations.  That  l^ter  could 
have  been  written  by  anyone. 

Admiral  Cone.  Under  any  system? 

Mr.  Padgett.  Proposing  that  transposition  of  funds? 

Admiral  Cone.  No,  sir;  that  is  ]ust  the  reason  I  submitted  it 
here.  It  would  have  been  caught  instantly  by  this  accounting  sys- 
tem we  will  have.  The  managers  will  have  nothing  to  do  with  that 
now. 

Mr.  Butler.  Mr.  Padgett  means  the  proposition  could  have  been 
submitted. 

Admiral  Cone.  Oh,  yes. 

Mr.  Padgett.  When  you  came  in  you  declined  to  grant  it! 

Admiral  Cone.  Yes,  sir. 

Mr.  Roberts.  The  point  is  right  here,  under  the  one-manager 
system  the  plan  could  have  been  made  and  worked  out,  but  under 
the  two-manager  system,  hull  and  machinery,  the  proposition  com- 
ing from  either  hull  or  machinery,  to  interchange  those  charges 

Admiral  Cone.  No,  sir;  that  is  to  bring  out  the  cost  keeping. 
Mr.  Padgett,  under  this  new  cost-keeping  system  this  could  not 
happen. 

Mr.  Padgett.  That  is  what  I  am  talking  about,  under  the  cost 
system  it  could  not? 

Admiral  Cone.  No,  sir. 

Mr.  Padgett.  And  separating  the  cost  system  from  the  proposi- 
tion of  the  two-manager  system,  it  could  have  happened  under  the 
two-manager  system  just  as  well  as  under  one  manager? 

Admiral  Cone.  No,  sir;  this  could  not  have  happened  under  the 
two-manager  system,  for  under  that  system  the  two  managers  are 
wholly  engaged  in  carrying  on  the  mechanical  work  of  their  sepa- 
rate divisions,  and  have  nothing  whatever  to  do  with  cost  keeping, 
which  is  under  a  third  officer,  a  paymaster.  Under  the  one-manager 
system  it  was  possible  to  do  this,  because  the  one  manager  not  only 
had  charge  of  all  the  mechanical  work  in  the  yard,  but  he  also  had 
charge  or  the  cost  keeping,  and  for  that  reason  any  action  that  he 
might  take  in  the  way  of  transferring  cost  from  one  appropriation 
to  another,  as  was  suggested  by  the  manager  at  Puget  Sound,  was 
possible  for  the  sole  reason  that  other  officers  were  not  aware  of 
what  he  was  doing. 

The  Chairman.  I  do  not  know  whether  I  have  the  right  impres- 
sion or  not,  but  under  the  one-manager  system  I  understand  they 
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have  engineer  inspectors  who  follow  the  work  all  the  way  through, 
and  they  have  authority  to  stop  the  work  or  to  -make  changes,  or  ii 
it  develops  that  greater  repairs  are  needed  than  first  shown  by  a 
superficial  examination,  or  if  they  find  after  they  have  gotten  into 
the  work  that  something  develops  that  requires  greater  repairs  than 
they  anticipated  they  have  the  authority  to  go  ahead,  provided,  of 
course,  they  get  it  from  the  chief  of  the  bureau;  is  not  that  so? 

Admiral  Odne.  They  could  get  it  frwn  the  commandant;  they 
look  to  the  commandant. 

Mr.  BoBERTS.  Up  to  $200,  from  the  commandant? 

Admiral  One.  Up  to  $200,  and  I  will  read  you  here  the  regu- 
lations; they  are  very  short   [reading]: 

919.  (1)  In  cases  where  an  actual  emergency  exists  and  repairs  are  urgent 
or  where  repairs  will  not  exceed  $200  in  cost,  when  a  ship  Is  at  a  navy-yard,  the 
commandant,  or  when  a  ship  is  not  at  a  navy-yard,  the  senior  officer  present 
is  authorized  to  order  such  repairs.  Where  an  actual  emergency  exists 
and  the  repairs  will  exceed  $200  in  cost,  such  commandant  or  senior  officer 
shall  immediately  report  to  the  department  (1)  the  explanation  of  sncb 
actual  emergency,  (2)  the  repairs  which  he  has  ordered,  and  (3)  the  esti- 
mated cost  and  probable  time  required  to  make  them.  Where  the  case  is  one 
of  repairs  not  to  exceed  $200  in  cost,  such  commandant  or  senior  officer  shall 
immediately  make  a  similar  report  to  the  bureau  concerned  for  file,  through 
the  office  of  the  Assistant  Secretary.  Requests  to  a  commandant  or  senior 
officer  for  repairs  not  to  exceed  $200  in  cost,  if  disapproved,  shall  be  forwarded 
to  the  department  for  final  action. 

The  Chairman.  Under  the  one-manager  plan  there  are  engineer 
inspectors  who  follow  the  work  right  along,  are  there  not? 

Admiral  Cone.  That  worked  out  differently  in  different  yards,  I 
think.  You  see,  I  was  in  only  from  May  21  to  July  1  under  that 
scheme. 

The  Chairman.  Admiral  Goodrich  told  us  yesterday  here  that  the 
line  officers  followed  the  work  as  inspectors  all  the  way  from  the 
beginning  to  the  end,  and  finally  passed  on  it.    He  was  speaking  of 

Admiral  Cone.  At  the  New  York  yard  really  the  organization  was 
not  changed  practically,  except  to  make  the  naval  constructor  the  gen- 
eral manager.  The  only  officer  who  was  detached  was  the  senior 
engineer  officer,  who  happened  to  be  senior  to  the  naval  constructor; 
and  the  engineer  work,  under  the  Newberry  system,  was  done  by  the 
same  line  officers  who  did  it  previously,  but  who  were  now  serving 
under  the  constructors.  That  is  my  understanding  of  it,  and  I  am 
sure  I  am  correct. 

Mr.  Egberts.  We  were  told  by  somebody  that  these  inspectors 
under  the  one-manager  system  had  no  voice  whatever  in  the  way  the 
work  should  be  done,  but  they  were  only  called  in  to  inspect  when  the 
work  was  completed. 

Admiral  Cone.  All  he  could  do  was  to  condemn  the  work  when  it 
was  finished,  as  I  understand  it. 

Mr.  Roberts.  Admiral,  there  is  one  thing  that  seems  to  show  itself 
in  what  you  have  said  to-dav,  and  I  want  to  see  if  I  have  the  right 
impression  of  it,  in  order  that  I  may  be  corrected  if  I  am  wrong. 
Under  the  one-manager  system  there  was  work  being  done  in  the 
yards  relating  to  steam  engineering,  and  reports  concerning  that 
work  were  sent  to  the  chief  constructor  here,  but  not  to  the  Bureau  of 
Steam  Engineering. 
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Admiral  Cone.  Reports  were  sent  to  the  chief  constructor  recently 
for  the  purpose  of  confirming  telegrams  which  had  been  sent  to  him 
with  regard  to  this  hearing  tefore  the  committee. 

The  Chairman.  To  meet  these  charges? 

Admiral  C!one.  To  meet  these  charges. 

Mr.  Roberts.  Were  regular  reports  made  to  the  chief  constructor? 

Admiral  Cone.  I  do  not  know. 

Mr.  Roberts.  I  got  the  impression  that  he  was  getting  reports 
about  work  in  your  bureau. 

Admiral  Cone.  Not  to  my  knowledge. 

The  Chairman.  You  had  your  reports  right  along  from  the  engi- 
neer officers? 

Admiral  Cone.  I  had  my  reports  from  the  manager  and  inspector 
of  machinery,  on  which  I  founaed  the  facts  of  these  statements. 

The  Chairman.  Put  in  the  record  what  you  want  to  put  in  that 
covers  the  different  cases. 

Admiral  Cone.  The  main  thing  I  want  to  put  in  is  just  these 
papers. 

(Thereupon,  at  1.45  o^clock  p.  m.,  the  committee  adjourned.) 


appendix  i. 
Engineering  data,  United  States  Navy, 


FlBcal  year. 


1907. 


1906. 


1909. 


Knota  iteamed  by  nayal  Teneln,  ezdading  tngi,  colliers,  and  tor- 
pedo craft , 

Average  taoxwpower  of  naral  yeaselfl  for  year,  being  the  mean 
between  yalnes  at  beginning  and  end  of  year.  This  includee 
tugs,  ete.,  but  excludefi  vemels  reflttlng  and  out  of  commiaBlon.. 

CoBt  per  taoraepowcr  of  navy-yard  repairs  and  changes 

Cost  per  horsepower  of  other  expenses  under  Bureau  of  Steam 

Engineering , 

Cost  per  knot  run  of  navy-yard  repairs  and  changes 

Cost  per  knot  run  of  other  expenses  under  Bureau  of  Steam  Engi- 
neering  , 

Total  annual  cost  of  all  expenses  under  Bureau  of  Steam  Engi- 
neering per  knot  run 

Total  annual  cost  of  all  expenses  under  Bureau  of  Steam  Engi- 
neering per  horsepower , 

Coal  used  on  vessels: 

For  galleys tons., 

For  steam  launches do — 

For  evaporating  fresh  water do,.. 

For  electricity,  light,  and  power do... 

For  heating,  flushing,  etc ,. do... 

For  steaming  purposes do.... 

Pounds  coal  for  steaming  purposes  per  knot  steamed,  average  for 
entire  navy.  This  includes  coal  used  by  tugs,  colliers,  torpedo 
craft,  etc.,  but  does  not  include  mileage  made  by  them 
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907,000 
t2.71 

$3.83 
9B.34 

94.12 

17.46 

•6.04 

16,200 
14,200 
42,900 
65.800 
64,800 
836,600 

1,027 


861,  &27 


1,182,000 
12.40 

fl.99 
$3.88 

$2.76 

$6.09 

$4.89 

11,700 
12,800 
74,900 

134,700 
79,900 

804,600 

801 


1,898,417 


1,893.000 
$1.94 

$2.87 
$1.94 

$2.87 

$4.81 

$4.81 

12,200 
12,500 
82,800 

166.600 
80,400 

469,700 
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APPENDIX  II. 

No.  33-E-09.J  TJwiTED  States  Natt-Yabd, 

Mare  Island  Cal.,  April  28, 1909. 

Sn:  1.  There  Is  forwarded  herewith  list  of  repairs  under  the  cognizance  of 

the  Bureau  of  Steam  Engineering,  i^ted  February  20,  1909,  from  the  U.  S.  S. 

West  Virginia,  transmitted  with  the  commander  in  chiefs  second  indorsement 

of  March  3,  1909,  a  copy  of  which  has  been  received  In  the  Bureau  of  Steam 
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BDgineering,  as  stated  in  the  bureau's  letter,  No.  7484-DD,  datecf ^  April  10, 1009. 
The  following  report,  with  estimate  and  recommendations,  is  respectfully 
submitted : 

Items  19  and  20  are  alterations  and  will  be  treated  in  a  subsequent  letter  on 
alterations. 

2.  Steam  engineering — ordinary  repairs: 

Item  I:  Install  new  evaporator  shells  on  all  four  evaporators.  Evaporator 
shells  were  authorized  in  bureau's  letter  No.  932-DD,  dated  January  13,  1909. 
It  is  requested  that  these  shells  should  be  so  fitted  as  to  run  in  double  or  com- 
pound effect,  using  evaporation  of  No.  2  and  No.  4  for  coils  of  No.  1  and  No.  3, 
respectively,  either  to  reserve  feed  tanks  or  to  distillers  as  desired,  and  all 
evaporators  to  be  connected  to  operate  in  single  efPect  The  machinery  specifica- 
tions show  that  the  evaporators  were  fitted  to  run  in  either  single  or  doiA>le 
effect.  Recently,  owing  to  deterioration  of  shells,  some  changes  were  made  on 
board  ship  to  operate  in  single  effect  alone.  To  change  to  double  effect  will 
entail  no  additional  expense  and  no  further  estimate  is  submitted. 

Item  II :  Rebore  BL  P.  cylinder  port  main  «igine : 

Labor $300 

Material 50 

Total   (time,  thirty  days) 350 

This  cylinder  was  opened  up  for  insiiection.  It  was  found  that  liner  was 
scratched  and  slightly  scored.  On  one  side  the  cylinder  had  a  polished  surface, 
but  on  the  other  side  the  liner  was  not  touched  by  the  piston  ring.  It  is 
recommended  that  a  slight  cut  be  taken  on  the  liner,  the  rings  trued  up,  and 
spare  ones  made,  as  there  are  none  on  board. 

Item  III :  Rebabbitt  as  necessary  and  line  up  all  main  bearings  both  main 
engines : 

Labor |6,000 

Material 2,000 

•Total   (time,  ninety  days) 8,000 

The  main  bearings  were  not  available  for  examination  and  have  nothing  to 
show  whether  they  are  out  of  alignment  or  not.  Starboard  main  bearings  are 
lined  up  with  liners  and  babbitt  metal  is  retorted  to  have  dragged  and  to  have 
become  heated  in  the  port  bearings.  The  above  estimate  is  tentative.  Recom- 
mend that  examination  be  made  of  the  ship  when  she  comes  to  this  yard  for 
repairs  and  further  report  submitted. 

Item  IV:  Rebabbitt  all  crosshead  brasses  and  true  up  all  wrist  pins  as 
found  necessary: 

Labor $3,000 

Material 000 

•       — ^— — ^-— 
Total  (time,  sixty  days) 8,000 

The  rebr.bblttlng  of  crosshead  brasses  is  considered  necessary.  Original 
brasses  have  been  replaced  by  spares.  The  present  type  of  oil  channel  is  in- 
efficient, and  a  small  change  in  the  grooving,  similar  to  that  on  the  South  Da- 
kotQy  is  recommended  with  the  rebabblttlng.  Wrist  ping  require  truing  up,  as 
they  are  scored.    Recommended  for  approval. 

Item  V :  Rebabbitt  crank-pin  brasses  as  found  necessary : 

Labor $3, 000 

Material 1.400 

Total  (time,  sixty  days) 4,400 

Some  of  the  brasses  are  burnt  out  and  rebabblttlng  is  necessary.     Recom- 
mended for  approval. 
Item  VI :  Rebabbitt  all  eccentrics  as  found  necessary : 

I^bor $1, 500 

Material 850 

Total  (time,  sixty  days) * 2,360 
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The  top  halves  are  worn  down  to  the  brass.    Recommended  for  approyal. 
Item  VII:  Kebabbitt  spare  H.  P.  shoe: 

Labor $35 

Material 100 

Total  (time,  three  days) 136 

Spare  shoe  was  recently  fitted  and  the  original  shoe  requires  rebabbitting. 
Recommended  for  approval. 

Item  VIII:  Bore  out  steam  cylinder  No.  2  main  feed  pump  and  give  pump 
general  overhauling: 

Labor $200 

Material 25 

Total  (time,  fifteen  days) 225 

Pump  is  worn  out  of  round,  working  parts  worn,  and  general  overhauling  is 
considered  necessary.    Recommended  for  approval. 
Items  IX  and  X :  Renew  various  sections  of  copper  piping  port  engine  room : 

Labor $350 

Material 200 

Total  (time,  thirty  days) 650 

Suction  and  discharge  pipes  to  auxiliary  condenser  circulating  pump  are  leak- 
ing badly  and  are  corroded.  They  will  require  renewal.  Recommend  that  bad 
sections  be  renewed  and  other  parts  of  piping  be  taken  out  and  replaced  by  the 
crew. 

Item  XI :  Renew  all  small  piphig  around  evaporators,  feed  and  bottom  blow 
lines,  renewing  check  and  globe  valves  as  found  necessary  on  same : 

Labor ! $500 

Material 200 

Total  (time,  thirty  days) 700 

The  salt-water  feed  piping  (about  80  feet  of  IJ-lnch  screw  piping)  with  four 
globe  stop  valves  and  four  l^-inch  check  valves  require  renewal  and  fitting;  all 
piping  to  traps,  with  valves  to  same  (16  globe  valves)  require  renewal,  with, 
drains  and  other  piping  to  pumps.    Recommended  for  approval. 

Item  XII :  Remove  starboard  H.  P.  cylinder  liner  and  make  new  bottom  Joint : 

Labor $000 

Material 280 

Total   (time,  sixty  days) 880 

This  is  not  considered  sufllciently  serious  to  necessitate  repairs  at  this  time, 
and  the  loss  of  eflSciency  is  negligible.  It  is  recommended  that  further  examina- 
tion be  made  by  the  crew,  with  further  report  on  this  item. 

Item  XIII :  Furnish  a  new  H.  P.  piston  with  plain  cut  rings : 

Labor 1 $240 

Material 60 

Total  (time,  forty  days) 300 

See  Chief  of  Staffs  indorsement,  dated  March  1,  1909,  disapproving  this  item. 
Not  recommended  for  approval. 
Item  XIV :  Repair  casings  for  uptakes  and  front  headers  of  boilers : 

Labor $4, 500 

Material 800 

Total  (time,  sixty  days) 5,300 

Casings  are  corroded,  and  renewal  and  repatching  are  found  necessary. 
Recommended  for  approvaL 
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Item  XV:  Cover  whistle  pipe  on  after-stack: 

Labor $15 

Material 20 

Total  (time,  two  days) 35 

Recommended  for  approval. 

Item  XVI :  Benew  and  repair  all  floor  plate  supports  In  boiler  compartments. 
This  item  has  been  reported  under  construction  and  repair,  and  no  estimate  is 
here  submitted. 

Item  XVII :  Overhaul  and  repair  No.  2  auxiliary  feed  pump : 

Labor $300 

Material 500 

Total  (time,  fifteen  days) 800 

The  water  end  of  this  pump  Is  so  corroded  that  a  new  water  end  is  necessary, 
together  with  general  overhauling  of  pump.    Recomm^ided  for  approval., 
Item  XVIII:  Renew  drain  lines  above  floor  plates  In  engine  room: 

Labor $200 

Material 150 

Total  (time,  thirty  days) 350 

This  consists  of  drain  from  separators  to  traps,  condensers,  feed  tanks,  and 
overboard.  Iron  piping  Is  Installed  in  lines  from  separators  and  is  considerably 
worn.  The  brass  piping  needs  renewal  in  various  places.  Recommended  for 
approval. 

Item  XXI :  Renew  4-lnch  bottom  tubes  and  nipples  where  necessary. 
Material $300 

See  Chief  of  Staff's  Indorsement,  dated  March  1,  1909,  recommending  that 
spare  boiler  tubes  be  furnished  and  work  done  by  ship's  crew.  About  60  tubes 
will  be  required.  Several  of  the  4-iDch  bottom  tubes  are  burned  out  and  the 
nipples  are  corroded  In  the  different  boilers.  Renewal  of  the  nipples  Is  not 
immediately  necessary,  while  the  4-inch  tubes  mentioned  require  renewal. 
Recommend  that  this  be  done  by  the  ship's  force  and  that  this  department 
supply  the  tubes. 

Item  XXII :  Repair  defective  hand-hole  Joints  on  headers : 

Labor  (time,  twenty-five  days) $170 

Not  recommended  for  approval.  It  is  recommended  that  the  hand-hole  Joints 
be  renewed  by  the  crew. 

Item  XXIII :  Put  removable  seat  in  boiler  suction  valves  on  main  folds.  The 
seats  In  these  suction  valves  are  removable  seats,  and  the  necessity  of  this  item 
is  not  apparent,  and  therefore  no  estimate  is  submitted.    Not  recommended. 

Item  XXIV :  Overhaul  water  columns  and  renew  defective  cocks : 

Labor $450 

Material 90 

Total  (time,  forty  days) 640 

The  cocks  and  water  columns  require  general  overhauling  and  renewal  of 
various  parts.    Recommended  for  approval. 

Item  XXV:  Make  sliding  piece  for  taper  attachment  to  motor-driven  lathe: 

Labor $10 

Material 2 

Total  (time,  three  days) 12 

Original  sliding  piece  is  missing.    Recommended  for  approval. 
Item  XXVI:  Overhaul  motor-driven  lathe: 

Labor $50 

Material 5 

Total  (time,  ten  days) 55 

Several  parts  are  broken,  clutch  gear  worn,  and  lathe  requires  general  over- 
hauling.   Recommended  for  approval. 
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Item  XXV II :  OTerhaul  countershaft  to  milling  machine : 

Labor |15 

Material 2 

Total  (time,  four  days) 17 

Needs  rebushing  and  a  new  oiling  ring.  Recommend  that  material  be  sup- 
plied by  this  department  and  overhauling  be  done  by  ship's  force.  If  the  ship  is 
to  install*  the  estimate  is  for — 

Labor • |4 

Material 2 

Total  (time,  one  day) e 

Item  XXVIII:  Overhaul  ahaper: 

Labor $50 

Material 3 

Total   (time,  ten  days) 63 

The  guides  need  planing  and  refitting,  and  the  shaper  requires  a  general 
OTerhauIing.    Recommended  for  approval. 
Item  XXIX :  Overhaul  countershaft  of  sensitive  drill : 

Labor |15 

Material 2 

Total  (time,  four  days) 17 

Shifting  gear  requires  overhauling  and  countershaft  rebushing.  Recommend 
that  material  be  supplied  by  this  department  and  work  be  done  by  ship's  force. 
If  the  ship  is  to  install,  the  estimate  is  for — 

Labor |4 

Material :. 2 

Total  (time,  one  day) 6 

Item  XXX:  Renew  suction  and  discharge  pipe  to  circulating  pump  ice  ma- 
chine: 

Labor ^ $140 

Material 120 

Total  (time,  fifteen  days) 200 

About  70  feet  of  3-inch  piping  and  15  feet  of  2-inch  piping  are  involved.  This 
piping  is  corroded  and  renewal  of  the  bad  sections  is  recommended.  Recom- 
mended for  approval. 

Item  XXXI :  Supply  ice  box  for  ice  machine.  No  estimate  is  submitted  as  an 
Ice  box  has  been  delivered  on  board  and  installed  by  the  ship's  force. 

(End  of  list  of  ordinary  repairs  designated  as  "immediate  repairs"  In 
ship's  letter.) 

2.  Ordinary  repairs,  designated  as  "  desirable  repairs  "  in  ship's  letter : 

Item  I :  Trim  up  H.  P.  piston  rods  both  main  engines : 

Labor $20a 

Material 80 

Total  (time,  thirty  days) 280 

Port  horsepower  piston  rod  is  scored  about  one  thirty-second  of  an  inch  deep, 
and  it  is  recommended  that  this  rod  be  ground  down  and  new  packing  fitted. 
Starboard  horsepower  piston  rod  does  not  need  regrindlng.  Itecommended  for 
approval. 

Item  II:  Relag  steam  piping  as  necessary: 

Labor $260 

Material 160 

Total  (time,  thirty  days) 860 

21396—10 42 
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The  lagging  of  piping  Is  torn  away  In  Tarious  places  and  renewal  la  necessary. 
The  entire  piping  system  to  evaporators  will  have  to  be  relagged  npon  installa- 
tion and  arrangement  of  the  new  evaporators.    Recommended  for  approval. 

Item  III:  Overhaul  line  shaft  In  machine  shop: 

Labor . $40 

Material 6 

Total  (time,  ten  days) 46 

A  thrust  bearing  Is  needed  at  end  of  shaft.    Recoflimended  for  approvaL 
Items  IV  and  V:  Overhaul  ice  machine;  bore  out  compressor  and  expander 

cylinders  and  fit  new  pistons  to  same;  face  off  compressor,  expander,  and  steam 

Talves  and  seats: 

Labor $250 

Material 20 

Total  (time,  fifteen  days) 270 

See  Chief  of  Staff's  Indorsement,  dated  March  1,  1909,  recommending  that 
this  work  be  done.    Recommended  for  approval. 

3.  Summary  of  estimates  tinder  items  recommended  for  approval  "  Immediate 
repairs"  II,  IV,  V,  VI,  VII,  VIII,  IX,  X,  XI,  XIV,  XV,  XVII,  XVIII,  XXI, 
XXIV,  XXV,  XXVI.  XXVIII,  XXX: 

Labor $14, 608 

Material 5, 419 

Totol  (time,  sixty  days) 20,027 

4.  Summary  of  estimates  under  items  recommended  to  be  done  by  ship's 
force,  material  to  be  furnished  by  this  department  "  Immediate  repairs  "  XXI, 
XXVII.  and  XXIX: 

Labor $8 

Material 304 

Total  (time,  twenty-flve  days) 312 

5.  Summary  of  estimates  under  items  recommended  for  approval  "  Desirable 
repairs"  I,  II,  III,  IV,  and  V: 

Labor $690 

Material 255 

Total  (time,  thirty  days) 945 

6.  Grand  total  of  estimates  for  items  recommended  for  approval : 

Labor $16, 306 

Material 5, 978 

Total  (time,  sixty  days) 21,284 

7.  Summary  of  estimates  of  items  not  recommended  for  approval  or  )*ecom- 
mended  that  further  examination  be  made  "  Immediate  repairs,"  items  III, 
XII,  XIII,  XXII,  and  XXIIL 

Labor $7, 010 

Material 2, 340 

Total  (time,  ninety  days) 9,350 

Very  respectfully, 

H.  T:  Wright, 
Naval  Constructor,  U,  8.  Navy,  Manager. 

The  CoMMAWDAWT,  Navt-Tabd  and  Station,  Mare  Jsland,  Oah 
(Through  Inspector  of  Machinery.) 
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[Flrat  lndonement.1 

Navt-Yabd,  Marb  Island,  Gal.,  May  7,  1909, 
Forwarded. 

T.  S.  Phelps, 
Captain,  V.  8.  Navy,  Commandant, 

Navy-Yard  and  8tation, 

[Second  indorsement.] 
3496-219.] 

BuBEAtT  OF  Navigation,  May  12,  1909, 
Respectfully  forwarded  to  the  Navy  Department,  office  of  Assistant  Secre- 
tary, through  the  Bureau  of  Steam  Engineering. 
By  direction  of  the  Chief  of  Bureau : 

R.  T.  Mulligan, 
Captain,  U,  8,  Navy, 

[Third  indorsement] 
No.  9812-DD.] 

Bubeat;  or  Steam  Bnoineebing,  May  IS. 

1.  Respectfully  forwarded  to  the  department,  with  recommendation  that 
the  work  herein  recommended  be  authorized.  Estimated  cost  of  work  recom- 
mended, $21,284. 

2.  The  bureau  Is  of  opinion  that  the  estimates,  as  a  whole,  are  excessive. 
Identical  work  with  that  enumerated  In  Items  IV,  V,  and  VI  was  performed 
on  the  Tennessee  and  Washington  at  Philadelphia  in  1907  at  an  estimated 
cost  of  $5,500  against  $10,350  In  this  case.  The  engines  of  the  Tennessee  and 
Washinffton  are  of  the  same  design  as  those  of  the  West  Virginia. 

R.  S.  Gbiffin, 
Assistant  to  the  Bureau, 

[Fourth  indorsement.] 
H-L.] 

Navy  Depabtment,  May  18,  1909. 
Returned  to  the  Bureau  of  Steam  Engineering. 

Estimates  of  time  and  cost  both  appear  to  be  excessive.  All  work  must  be 
completed  within  forty-five  days  or  prior  to  August  1,  1909.  New  estimates 
will  be  submitted  for  items  4,  6^  and  6.  Subject  to  the  above,  all  work  is 
authorized  as  recommended.    The  bureau  will  issue  the  necessary  instructions. 

Winthbop, 
Assistant  Secretary, 


APPENDIX  III. 

No.  10121-DDJ  Depabtment  of  the  Navy, 

BuBEAU  or  Steah  Enoineebino, 
Washington,  D.  C,  May  20,  1909. 
Sib:  1.  Referring  to  the  list  of  urgent  repairs  necessary  for  cruising  effi- 
ciency on  the  West  Virginia,  and  to  the  estimate  of  the  manager  of  the  manu- 
facturing department.  No.  3d-E.09,  of  April  28,  the  bureau  Informs  you  that 
the  department  authorizes  the  work  recommended  in  the  manager's  indorse- 
ment, with  the  direction  that  all  work  must  be  completed  within  forty-five 
days,  or  prior  to  August  1,  1909,  and  that  new  estimates  must  be  submitted 
for  items  4,  6,  and  6,  on  which  the  estimates  were  considered  excessive. 
By  direction  of  the  Secretary: 

R.  S.  GBirriN, 
Assistant  to  the  Bureau, 
The  Commandant,  Navy  Tabd, 

Mare  Island,  Cat. 


APPENDIX  IV. 

No.  18-6.1  United  States  Navy-Tabd, 

Phttadelphia,  Pa„  August  25,  1909. 
^ih:  1.  Under  Regulations  for  the  Ctovemment  of  the  Navy,  1909,  article 
X5T1,  |)!iragruph  2,  in  order  that  the  Bureau  of  Steam  ^^eerin|(  ma^  be  fnllj 
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informed  in  regard  to  expenditures  of  funds  under  its  control,  I  have  to  submit 
the  following  report: 

2.  As  shown  by  the  memorandum  from  the  manager,  dated  August  20,  1909, 
No.  7001.  copy  inclosed,  marked  **A,"  the  allowance  for  the  month  of  August 
under  appropriation  "  Steam  machinery,  1910  " — 

Pay  of  labor $30,000.00 

Amount  deducted  for  outside  Inspector's  office  and  the  yard  inspec- 
tor's office 4, 336. 00 

Leaving  a  balance  for  yard  work 25, 665.00 

Amount  deducted  by  the  manager  for  indirect  charges,  leaves,  and 

holidays 12, 832. 50 

Leaving  a  total  for  all  direct  work  on  vessels  under  repair 12, 832. 50 

3.  Under  this  system,  as  shown  by  the  manager's  memorandum,  he  is  making 
a  deduction  of  100  per  cent  of  direct  labor  allowance  for  indirect  charges^  leaves, 
and  holidays.  In  this  connection  it  is  evident  that  under  this  system,  with  the 
manager  taking  out  of  the  allowance  so  large  a  percentage  for  indirect  charges, 
annual  leave,  and  holidays,  very  little  direct  work  can  be  accomplished.  It  is 
contended  that  it  is  impossible  for  the  manager  to  determine  with  any  degree  of 
accuracy  the  amount  of  annual  leave  that  should  be  paid  for  out  of  any  separate 
appropriation  for  a  month  by  the  present  system,  as  directed  in  letter  of  the 
Paymaster-General,  No.  104043,  of  August  17,  1909.  copy  appended,  marked  **  B." 

4.  To  receive  leave  of  absence  with  pay  an  employee  must  have  served  twelve 
consecutive  months  or  more  immediately  preceding  the  date  of  his  application. 
It  is  therefore  practically  impossible  for  the  men  paid  out  of  every  appropria- 
tion to  have  the  same  proportion  of  leave  due  them;  therefore,  in, paying  for 
leave  by  such  a  system  of  proration  some  appropriations  are  paying  for  objects 
for  which  such  appropriations  were  not  made  i.  e.,  for  part  of  the  leave  of 
employees  working  under  other  appropriations,  which  is  illegal. 

5.  Further,  the  effect  of  tlie  system  of  calculating  indirect  charges  as  directed 
in  the  "  Instructions  relative  to  cost  of  work  for  industrial  navy-yards,"  dated 
June  8,  1909.  as  applied  to  this  yard,  results  In  charging  to  one  appropriation 
objects  for  which  such  appropriation  was  not  made  and  objects  specifically 
mentioned  in  other  appropriations,  which  is  illegal. 

6.  The  system  as  adopted  In  this  yard  of  reserving  a  large  percentage  of 
the  estimated  cost  of  direct  labor  at  the  beginning  of  the  month  for  indirect 
lat)or,  lesives,  and  holidays  is  wrong  and  can  be  the  cause  of  great  Injury  to 
the  work  in  hand  and  discontent  and  hardship  to  the  employees.  As  an  in- 
stance of  this  I  have  been  obliged  to  furlough  and  discharge  certain  employees 
this  month  on  account  of  lack  of  funds,  thereby  abandoning  for  the  present 
certain  work.  If  at  the  end  of  the  month  the  manager  finds  that  a  balance 
is  due,  as  was  the  case  in  July,  it  will  be  too  late  to  get  the  men  back,  the 
work  will  be  retarded,  the  force  disorganized,  and  the  surplus  money  will  be 
no  longer  available,  but  must  be  returned  to  the  appropriation  fund. 

7.  Each  appropriation  should  bear  its  own  leave  account,  which  can  easily 
be  exactly  calculated  by  having  the  leave  card  of  any  employee  stamped  with 
the  appropriation  under  which  such  employee  is  working;  these  cards  being 
tabulated  each  day  and  the  exact  amount  of  leave  then  known,  and  the  daily 
balances  of  appropriation  exactly  figured  as  ftir'as  leave  is  concerned.  These 
leave  cards  should  be  stamped  by  the  officer  having  control  of  work,  who 
should  approve  all  leave  before  it  is  granted. 

8.  To  show  the  difference  between  the  amount  of  direct  labor  done  under  the 
old  system  and  under  the  new,  a  tabulation  is  given  in  sheet  appended,  marked 
"C,"  taking  the  months  of  July  and  August  for  1908.  under  the  old  system, 
from  records  in  this  oflice,  and  the  same  months  for  1909  under  the  new  system 
as  furnished  by  the  manager. 

9.  An  examination  of  this  table  shows  the  leave  account  varied  very  little  last 
year  for  these  two  months  in  percentage  of  the  direct  labor  employed,  being 
21.86  per  cent  for  July  and  28.67  per  cent  for  August.  A  rough  calculation 
made  from  the  time  l)ooks  of  the  foremen  for  the  month  of  August,  1909,  up  to 
August  21,  shows  the  leave  to  be  running  at  about  the  same  percentage  this 
year  as  last,  so  that  in  prorating  the  leave  under  the  system  at  present  in 
force,  at  43.2  per  cent,  an  amount  somewhere  about  15  per  cent  of  the  total 
amount  allowed  for  direct  labor,  1.  e.,  producing  work  under  "  Steam  ma- 
chinery," is  taken  for  paying  the  leave  of  employees  working  under  other 
ftppropriation&    It  is  therefore  claimed  that  this  qystem,  beside*  bcding  Illegal^ 
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is  unjust,  and  tends  to  show  a  flctitous  value  of  the  work  perfonned  and  of  the 
cost  of  articles  manufactured  under  any  appropriation. 

10.  This  table  also  shows  that  with  the  old  system  28.6  per  cent  in  July  and 
83.36  per  oent  in  August  of  the  total  amount  expended  for  indirect  charges, 
while  71.4  per  cent  and  64.64  per  cent  of  the  total  amount  was  used  in  direct 
producing  labor,  whereas  55.02  per  cent  and  50  per  cent  of  the  total  amount  for 
the  corresponding  months  of  this  year  are  found  necessary  for  indirect  charges, 
leaving  only  44.98  per  cent  and  50  per  cent  for  the  actual  producing  labor. 

11.  The  inferences  to  be  drawn  from  this  are  that  either  the  funds  under  the 
appropriation  for  "  Steam  machinery "  are  used  for  other  purposes  than  for- 
merly, or  that  lack  of  ec<^nomy  in  doing  work  results  in  excessive  overhead 
charges,  or  that  both  of  these  evils  prevail  under  the  system.  Attention  is  par- 
ticularly called  to  the  manager's  statement  of  expenditures  for  July,  copy 
appended,  marked  "  D,"  showing  that  the  amount  of  $6,745.39  was  expended  on 
overhead  charges  for  doing  $5,513.65  work  of  direct  or  productive  labor— that 
Is,  the  percentage  of  direct  labor  charged  for  indirect  expenses  was  122.36  per 
cent  It  is  contended  that  no  private  firm  doing  similar  work  could  afford  to 
run  under  such  conditions. 

12.  As  shown  by  table  "  C,"  the  indirect  charges  under  steam  engineering  for 
the  old  system  were  much  less  than  for  the  new,  and  it  is  believed  that  con- 
solidation of  shop  work,  and  with  the  different  shops  under  officers  best  adapted 
by  education  and  training  for  the  work,  and  with  coordination  of  branches  of 
work  Insured  by  a  proper  executive  at  the  head,  still  greater  economy  may  be 
obtained. 

Very  respectfully,  B.  C.  Bryan, 

Commander,  U,  8.  Navy,  Inspector  of  Machinery. 
BxTBCAtr  OF  Steam  Engineering. 
(Through  the  Commandant.) 

A. 

[Memorandum  for  the  Inxpector  of  Machinery.  United  States  Navy.] 

No.  7001.]  United  States  Navy-Yard, 

Philadelphia,  Pa.,  August  20,  1909. 
In  compliance  with  your  request  I  have  the  honor  to  furnish  you  the  follow- 
ing information  in  connection  with  the  allowance  of  funds  for  work  under  the 
Bureau  of  Steam  Engineering  for  the  month  of  August;  also  certain  infor- 
mation concerning  leave  during  the  month  of  July,  1909: 

Month  of  August,  1909  : 

A.  Amount  allowed — 

Appropriation  "  Steam  machinery,  1910  " ^20, 000.  00 

Approprintion  "Increase  of  the  navy,  C.  and  M." 1,167.56 

B.  Amount   deducted    for   outside   inspectors'    offices   and    the 

yard  in8i)ector'8  office — 

Appropriation  "  Steam  machinery,  1910  " 4, 835. 00 

Appropriation  "  Increase  of  the  Navy,  C.  and  M." — 

C.  Amount  originally  deducted  (100  per  cent  of  the  balance  for 

Indirect  charges) — 

"  Steam  machinery  " T,  832. 50 

"  Increase  of  the  navy,  C.  and  M." 578. 78 

D.  Additional  allowance — 

On  August  9  an  additional  allowance  of  $10,000  was 
made  by  the  department,  of  which  $5,000  was  shown 
for  use  of  direct  cliarges,  and  the  amount  deducted 
(100  per  cent)  for  indirect  charges  was 6,000.00 

E.  Readjustment  of  percentages — 

On  August  11  definite  Information  was  received  that  the 
leave  and  holiday  pay  were  not  to  be  prorated,  but 
that  all  leave  and  holiday  pay  under  the  Bureau  of 
Steam  Engineering  was  to  be  charged  to  all  appropria- 
tions. This  was  accordingly  done  and  a  readjustment 
on  this  basis  was  made  and  the  Indirect  charges  on  all 
appropriations  were  reduced  from  0.937  per  cent  to 
0. 63  per  cent,  and  the  following  additions  were  made 
to  appropriation  "  Steam  machinery  " 

"  Increase  of  the  navy,  0.  and  M." 165. 00 


Digitized  by  LjOOQ  IC 


662  I>BOPOS£D  ItBOBGAlflZAtlOK  O^  KAVY  2>£PABtM£KT. 

Month  of  August,  1909 — Continued. 

E.  Readjustment  of  percentages — Continued* 

It  will  be  noted  that  no  addition  was  made  to  ap- 
propriation **  Steam  machinery,  1910,"  under  the  above 
readjustment,  as  the  estimated  indirect  charges  to  this 
appropriation  amount  to  0.53  per  cent,  the  direct  esti- 
mated charges  for  leave  to  0.42  per  cent,  and  the  direct  ^ 
estimated  charges  for  leave  on  the  other  appropria- 
tions under  the  cognizance  of  the  Bureau  of  Steam 
Engineer ing  and  chargeable  to  appropriation  "  Steam 
machinery,  1910,"  to  6  per  cent ;  so  that  the  combined 
estimated  expenditures  Just  balanced  the  original  per- 
centage—that is,  100  per  cent — deducted  as  shown 
above  under  *'C,"  and  in  consequence  no  additions 
were  made,  due  to  the  reduction  of  the  percentage  of 
indirect  charges  and  the  status  of  the  expenditures  on 
this  appropriation  not  changed. 
Month  of  July,  1909 : 

F.  Actual  percentage  for  leave — 

The  actual  percentage  for  leave  which  was  charged 
direct  on  all  the  general  worlcing  appropriations  of  the 
five  bureaus  concerned,  in  accordance  with  the  actual 
direct  labor  expended  on  the  combined  appropriations 

under  the  cognizance  of  each,  was 90.432 

Q.  Actual  amount  paid  for  leave  and  holiday — 

The  actual  amount  paid  for  leave  during  the  month  on 

all  appropriations  was $22,316.04 

H.  M.  Gleason, 
Vaval  Constructor,  U.  8.  Navy,  Acting  Manager, 


[No.  10404S. 

Navy  Depaxtment, 
bubeatt  of  supplies  and  accounts, 
Washington,  D.  0„  August  17,  190i, 
Sn :  1.  The  bureau  has  decided  that,  for  the  present,  the  items  of  "  L.eave  ** 
and  "  Holidays "  may  properly  be  omitted  from  the  "  General  expenses  "  pro- 
rated to  the  cost  of  worlc. 

2.  The  pay  of  employees  of  the  manufacturing  department  while  on  leave  and 
for  holidays  shall  therefore  be  charged  to  the  following-named  appropriations, 
except  as  specified  in  paragraph  4 :  Maintenance,  yards,  and  doclcs ;  equipment 
of  vessels;  construction  and  repair;  ordnance  and  ordnance  stores;  steam  ma- 
chinery. 

8.  The  charges  to  each  of  these  appropriations  shall  be  in  proportion  to  the 
total  value  of  direct  labor  expended  for  all  the  appropriations  under  the  cog- 
nisance of  the  bureau  concerned. 

4.  Payments  for  "  leave  "  and  "  holidays  "  from  the  appropriation  "  Pay,  mis- 
cellaneous,"  "  Provisions,  navy,"  and  "  Coal  transjjortatlon,"  shall  be  made  as 
heretofore. 

Respectfully,  J.  S.  Cabfentbb, 

Acting  Chief  of  Bureau. 
The  CoMif  andant,  Navt-Tabd, 

Philadelphia,  Pa. 
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Expenditures  under  "  Steam  machinery  "  for  the  months  of  July  and  August, 
1908,  under  the  old  system,  at$d  for  the  months  of  July  and  August,  1909, 
under  the  new  system. 


Month  of 

1908— Taken 

from  office 

records— Old 

system. 

Month  of 

July, 
1909-Taken 
from  state- 
ment of  man- 
aifer- New 
system. 

Month  of 

1908-Taken 

from  office 

records— Old 

system. 

Month  of 
Augjist. 
1909— As  es- 
timated by 
mana^er^— 
New  system. 

(a)  Total  amonnt allowed...... 

122,899.18 

«16.488.40 
8,229.86 

920,669.75 

125,665.00 

(e)           Total  amount  expended 

22.899.13 
16,387.62 

12,269.04 
5,618.65 

20,569.75 
18,297.32 

25.665.00 

(ct)  Expended  for  direct  labor 

12,832,50 

(e)  Expended underTitleO 

2.990.62 
8,571.2S 

6,745.39 

8,459.95 
8,812.48 

(/)  Expended  for  leayes  and  holidays 

5,543.64 

{g)           Total  indirect  expenses 

6,661.85 

6,745.89 

7,272.43 

12,882.50 

(A)  Per  cent  of  total  expenditures  used  in 
direct  laboiv-^^^^*..: 

71.4 
28.6 
40.17 

SL86 

44.98 
66.02 
122.86 

48.2 

64.64 
85.86 
64.69 

28.67 

•  60.0 

(0  Per  cent  of  total  expenditnres  used  for 
indirect  chargefr-100(O 

60.0 

(t)  Per  cent  of  direct  labor  expenditures 
equal  to  total  indirect  chargce  ■  ^^^^. . 

(1)  Per  cent  of  direct  labor  expenditures 
equal  to  leave  and  holiday  oharses— 

100.0 
4S.2 

d    ■  

D. 

[Memorandum  for  the  inspector  of  machinery.] 

UxnTED  States  Navt-Yabd, 
Philadelphia,  Pa,,  August  17,  1909. 
The  following  la  the  state  of  the  appropriations  under  the  Bureau  of  Steam 
Engineering  after  paying  the  rolls  for  the  month  of  July,  1909 : 

STEAM  MACHI1?EBT. 

Allowed |20, 000. 00 

Direct  charges $5,  513. 65 

Indirect  charges  and  leaye  (0.5224  per  cent^  on  direct 

labor) 6,  745. 89 

Outside  yards,  etc 4,511.60 

16,770.64 

Balance  on  hand  (August  1) 8,229.86 

MACHINERY  PLANT. 

Allowed - $3, 000. 00 

Direct  charges $715. 85 

Indirect  charges  (0.5224  per  cent  on  direct  labor) 373. 51 

1,089.86 

Balance  on  hand  (August  1) 1,910.64 

a  This  percentage  should  be  122.36  per  cent  instead  of  0.5224  per  cent — 
B.  0.  B. 
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INCBXA8B  OF  THE  NAVT  0.  AND  If. 

Allowed $2, 1175. 00 

Direct  charges $536.44 

Indirect  charged  (0.5224  per  cent  on  direct  labor) 280.00 

S16.44 

Balance  on  hand  (August  1)-. 1,858.56 

H.  M.   Gleabon, 
Naval  Oomiructor,  V.  8.  Navy, 

Ading  Manager. 


APPENDIX  V. 
148-SMM).] 

United  States  Navt-Yabd, 

Mare  Island,  CaL,  June  5, 1909. 
(Telegraphic  approval  requested.) 

Sib  :  1.  There  is  forwarded  herewith  copy  of  letter  dated  April  16,  1909,  from 
the  commanding  officer  of  the  U.  8.  S.  Olavier,  requesting  certain  repairs  in  the 
steam  engineering  department  of  that  vessel.    The  following  report,  with  esti- 
mates and  recommendations,  is  respectfully  submitted. 
2.  Steam  engineering,  ordinary  repairs: 
Item  A:  Give  general  overhauling  to  refrigerating  fiiachlnery. 

Labor , $2, 115 

Material 364 

Total  (time,  fifty  days) 2,479 

This  ice  machine,  made  by  Haslam  &  Ck).,  Derby,  Bngland,  is  in  a  very  deteri- 
orated condition  generally,  and  has  not  been  given  a  thorough  overhauling  at 
a  navy-yard  for  more  than  three  years.  The  itemized  list  of  work  on  this  ice 
machine  is  given  in  ship's  letter  under  "A,"  urgent  repairs.  The  compressor  <yl- 
inder  requires  reboring,  as  it  is  out  of  round  with  shoulders  formed  at  each  end 
of  the  cylinder  by  the  piston.  The  piston  rod  of  this  cylinder  is  directly  connected 
to  the  H.  P.  steam  piston  and  expander  piston  and  it  will  be  necessary  to  open 
up  both  steam  and  expander  cylinder  in  order  to  make  room  for  this  work ;  a 
new  pattern  will  probably  be  required.  The  piston  rings  are  broken  into 
pieces. 

There  are  six  cylinders  and  two  steam  cylinders  that  will  require  examina- 
tion of  rings  and  valves  and  the  truing  up  of  piston  rods ;  this  also  means  the 
making  of  new  packing  for  all  the  rods.  The  rods  are  very  badly  corroded  and 
the  valves  need  refacing.  The  babbitt  of  the  eccentric  straps  is  worn  down, 
making  rebabbitting  necessary.  The  present  valves  and  seats  for  the  feed 
pump  are  worn  out,  making  part  renewal  necessary.  The  present  seats  installed 
are  false  seats  and  have  been  repeatedly  faced  in  an  attempt  to  make  them  true. 
Four  2-inch  brass  valves  will  require  renewal.  The  crossheads  for  the  cir- 
culating pump  are  old  cast-iron  crossheads  and  are  worn  out,  making  renewal 
necessary.  The  holes  in  the  eccentric  rods  for  the  wrist  pins  require  reaming 
out  to  one  size  with  the  renewal  of  the  wrist  pins  for  same.  The  ends  for  the 
expander  cut-off  valve  are  worn  out  in  the  threaded  poVtIon  and  they  will  have 
to  be  renewed.  One  of  the  cut-off  valves  for  the  expander  is  broken  and  the 
other  one  is  worn  out,  making  renewal  necessary ;  this  will  require  a  pattern. 
The  slide  valves  for  the  expander  are  worn  down  and  have  been  faced  to  the 
limit.  Two  new  slide  valves  will  be  needed  and  this  requires  a  pattern.  The 
false  seats  for  the  expander  slide  valves  are  also  worn  out  and  renewal  is 
necessary.  Four  false  seats  are  required  to  be  installed,  with  four  ftilse  seats 
as  spares.  The  lubricators  for  the  expanders  are  considerably  worn  from  long 
service,  but  can  be  repaired  and  put  in  good  condition  to  make  them  function 
properly.  The  air  dryer,  consisting  of  two  cast-iron  boxes  5  feet  by  5  feet  by 
2  feet  has  developed  a  leak.  This  will  require  their  removal  and  the  removal 
of  the  surrounding  lagging  to  locate  and  repair  the  leak  in  the  sheel. 

Recommended  for  approval. 

Item  1~B:  Renew  two  flanges  on  water  column  of  boiler  B: 

Labor ^ 

Material 5 

Total  (time,  six  days) 86 

Digitized  by  V^OOQlC 


PB0P06BD  RBOBGANIZATIOK  OF  NAVY  DEPABTMBNT.     666 

The  present  columns  are  of  cast  iron,  built  with  the  ship.  They  are  HO]  Tery 
badly  corroded  and  have  seen  considerable  service.  In  lieu  of  the  above  item, 
it  is  recommended  that  all  the  water  columns  (six  in  all)  be  renewed,  using  the 
present  type  of  composition.  A  pattern  for  a  new  water  column  of  the  Buffalo 
or  Yorktoum  type  is  on  hand.  In  lieu  of  the  above  item,  the  following  item  is 
substituted  and  recommended  for  approval,  viz:  Renew  water  columns  on  all 
boilers. 

Labor $400 

Material 60 

Total  (time,  thirty  days) 480 

Item  2-B :  Renew  two  flanges  on  steam  line  of  forward  ash  hoist 

Labor $20 

Material 8 

Total  (time,  three  days) 23 

The  present  flanges  have  been  in  service  for  some  time  and  all  are  too  light  for 
their  service ;  the  joint  can  not  be  kept  tight,  and  considerable  trouble  has  been 
experienced  with  them.    Recommended  for  approval. 

Item  3-B:  Repair  asbestos  covering  of  steam  line  in  engine  room  and  fire 

room. 

• 

Labor  $100 

Material 50 

Total  (time,  ten  days) - 150 

The  lagging  of  steam  line  is  torn  away  and  various  sections  of  piping  require 
repairing.    Recommended  for  approval. 
Item  4-B :  Renew  section  of  suction  pipe  for  after  feed  pump. 

Labor $30 

Material 16 

Total  (time,  four  days) 45 

This  pipe  has  deteriorated  beyond  serviceable  repair,  and  renewal  is  neces- 
sary.   Recommended  for  approval. 
Item  5-B :  Repair  section  of  bilge  suction  pipe. 

Labor $35 

Material 8 

Total  (time,  five  days) 43 

This  is  a  4-lnch  lead  pipe,  about  12  feet  long,  and  is  eaten  through  in  several 
places,  making  renewal  necessary.    Recommended  for  approval. 
Item  6-B :  Renew  section  of  flushing-pump  discharge  pipe. 

Labor $25 

Material 16 

Total  (time,  four  days) 41 

The  present  section  of  discharge  pipe  is  very  old  and  is  corroded  beyond 
serviceable  repair.    Renewal  is  necessary.    Recommended  for  approval. 
Item  7-B:  Renew  section  of  riser  to  fire  main. 

Labor : $40 

Material ^ 15 

Total  (time,  five  days) 65 

This  is  a  d-inch  copper  pipe,  about  8  feet  in  length.  A  hole  has  corroded 
through  this  pipe  where  it  branches  off  to  the  fire  main.  Corrosion  is  in  evi- 
dence in  several  places  that  have  been  wrapped,  and  renewal  is  neceaaary. 
Recommended  for  approval. 
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Item  8-B :  Renew  section  of  ezliaust  pipe  to  deck  winch. 

Labor . $25 

MateriaL 15 

Total  (time,  four  days) 40 

This  pipe  Is  badly  corroded  and  renewal  Is  necessary.  About  10  feet  of 
2i-lnch  copper  pipe  is  involyed.    Recommended  for  approval. 

Item  9-B :  Overhaul  Davidson  vertical  duplex-feed  pump  and  make  new  valve 
chest  for  same. 

Labor $150 

Material 80 

Total  (time,  fifteen  days) 180 

The  valve  chest  is  cracked  and  has  been  previously  patched  by  the  ship's 
force;  it  is  unreliable,  however,  and  a  new  chest  will  be  required.  The  pump 
needs  a  general  overhauling.    Recommended  for  approval. 

Item  10-B :  Overhaul  horizontal  duplex  Blake  pump. 

Labor $190 

Material 30 

Total  (time,  fifteen  days) .. 220 

The  old  bonnet  to  steam  end  is  broken  and  was  temporarily  replaced  by  a 
piece  of  boiler  plate ;  a  new  bonnet  and  new  crossheads  will  be  required.  The 
pump  required  removal  to  the  shops  for  general  overhauling,  as  it  is  consider- 
ably worn  from  long  service    Recommended  for  approval. 

Item  H-B :  Patch  joint  of  L.  P.  receiver,  main  engine. 

Labor $200 

Material 25 

Total  (time,  fifteen  days) 225 

This  joint  has  been  patched  from  the  top  of  the  cylinder  on  both  sides  and  on 
the  bottom.  The  patching  does  only  temporary  good,  as  the  leaky  thread  causes 
corrosion.  It  is  recommended  that  the  joint  (instead  of  patching)  be  renewed, 
In  order  to  do  away  with  future  patching  and  trouble-  from  that  source.  This 
will  require  the  lifting  of  the  cylinder,  in  order  to  make  the  new  joint,  and  the 
stripping  of  same.  It  is  believed  that  the  rejolnting  will  be  absolutely  required 
at  some  future  time  (and  it  is  recommended  that  it  be  done  at  this  time)  to 
remove  all  future  trouble.  In  lieu  of  the  above  item,  the  following  item  is 
recommended  for  approval :  Renew  joint  of  L.  P.  receiver,  main  engine. 

Labor $700 

Material 50 

Total  (time,  twenty-five  days) ^750 

Item  12-B :  Repair  floor  plating,  as  necessary,  in  fireroom  and  refrigerating 
room. 

Labor   $125 

Material - —      125 

Total  (time,  tesx  days) 250 

This  plating  Is  warped  and  corroded,  making  part  renewal  necessary.    About 
17  plates  are  Involved,  4  by  4  feet.    Recommcfnded  for  approval. 
Item  13-B:  Renew  ash  guards  around  boilers. 

Labor   $150 

Material 65 

Total  (time,  fifteen  days) 215 

The  ash-guard  casings  are  corroded  at  the  line  of  floor  plating,  allowing 
ashes  and  water  to  accumulate  in  the  bilges.  These  guards  will  require  part 
renewaL    Recommended  for  approval. 
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Item  14-B:  OTorhead  evaporator  feed  pnmp. 

Labor $60 

Material 5 


Total  (time,  ten  days) 66 

This  ia  a  small  simplex  vertical  Davidson  pump  that  requires  a  goieral  over- 
liaullng  in  the  shop.  A  new  bonnet  for  the  water  end  and  a  new  steaip  valve 
will  be  required.    Recommended  for  approval. 

Item  15-^ :  Make  three  Joints  on  the  main  steam  line. 

Labor  |126 

Material 15 


Total  (time,  ten  days) 140 

Two  of  these  joints  are  at  the  main  engine  throttle  valve  and  one  in  the  fire- 
room.  These  joints  are  not  tight  and  the  valves  will  require  refacing.  Larger 
studs  will  be  required  where  the  throttle  valve  bolts  to  the  H.  P.  valve  chest 
Recommended  for  approvaL 

Item  16-B :  Renew  try  cocks  on  gauge-glass  fittings  on  six  water  columns. 

No  estimate.  This  item  was  included  in  the  alternate  estimate  under  item 
1-B,  which  recommended  the  entire  renewal  of  the  water  columns  to  composi- 
tion water  columns  of  the  Bujfalo  or  Yorktown  type,  a  pattern  of  which  is  on 
hand. 

Item  17-B :  Renew  inner  casing  and  asbestos  lining  in  steam  launch  boiler. 

Labor |100 

Material 20 

Total  (time,  ten  days) 120 

The  inner  casing  and  lining  is  burned  out  and  renewal  is  necessary.  Base  of 
stack  will  probably  require  renewaL  This  item  is  subject  to  survey,  but  is 
here  recommended  for  approvaL 

Item  18-B :  Remove  tail  shaft  and  renew  lignum-vitse  in  stem  tube ;  line  up 
shaft 

Labor $800 

Material 60 

Total  (time,  thirty-five  days) 860 

The  above  estimate  is  approximate,  and  the  necessity  for  this  item  can  only 
be  verified  from  examination  in  dock. 

3.  Item  30  (in  construction  and  repair  letter) : 
Overhaul  steam  piping  to  galley. 

Labor $30 

Material 12 

Total  (time,  three  days) 42 

The  Leslie  reducing  valve  in  this  line  needs  testing  and  overhauling  and  sev- 
eral valves  require  packing  and  renewal  of  the  joints  in  the  steam  line.  Recom- 
mended for  approval. 

4.  Telegraphic  approval  requested. 

6.  Summary  of  items  A  1-&  (as  amended),  2-B,  3-B,  4-B,  6-B,  6-B,  7-B,  8-B, 
0-B,  10-B,  11-B  (as  amended),  12-B,  13-B,  14-B,  15-B,  16-B,  17-B,  18-B,  and 
itan  30  of  construction  and  repair  letter  recommended  for  approvaL 

Total  labor $5, 346 

Total  material ^ 978 


Grand  total  (total  time,  fifty  days) 6,318 

Very  respectfully, 

H.  A.  Evans, 
Naval  Constructor,  U,  8,  Navy,  UQ^nager. 
To  the  Commandant,  Navt-Yabd, 

Mare  Island,  Cal. 
(Through  the  Inspector  of  Machinery.) 
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U.  8.  8.  GuLonEB, 
Maffdalena  Bay,  Mewico,  AprU  16,  1909. 
8ib:  In  accordance  with  article  017,  paragraph  4,  TJnited  States  Navy  Regu- 
lations, 1909,  I  have  the  honor  to  submit  the  accompanying  report  of  repairs 
needed  in  the  Construction  and  Repair  and  the  Steam  Engineering  departments 
for  the  efficiency  of  this  vessel. 

2.  It  is  respectfully  requested  that  the  above-mentioned  repairs  be  performed 
upon  the  arrival  of  this  vessel  at  the  navy-yard.  Mare  Island,  Oal. 
Very  respectfully, 

W.  S.  HOGO, 
OommanAert  U,  £f.  Ifavy,  Commanding. 
The  GoMiCAHDANT,  Navy-Tabd, 

Mare  Island, 
(Through  Ck>mmander  In  Chief,  U.  S.  Pacific  Fleet) 

[First  Indortement.] 

Office  Commakdbs  m  Chiisp,  U.  S.  Paoifio  Flbbdt, 

U.  S.  S.  West  ViBoizfiA,  Flagship, 

£raii  Franoisco,  OaL,  April  21,  1909. 
Respectfully  forwarded  to  the  commandant,  navy-yard.  Mare  Island,  Cal. 
Approved. 
2.  Kepalrs  to  be  made  at  such  time  as  the  Glacier  is  at  the  navy  yard. 

W.  T.  SWINBUBNS, 

Commander  in  Chief. 
[Third  indorsement.] 

No.  550-1.]  U.  S.  Navy-Yard,  Make  Island,  Cal.,  June  8,  1909. 

1.  Respectfully  forwarded  to  the  commandant;  copy  retained. 

2.  Item  A  : 

The  following  additional  comments  are  respectfully  submitted:  "Overhaul 
and  make  necessary  repairs  to  refrigerating  machinery."  I  have  examhied  this 
machinery  as  far  as  is  prncticable  without  taking  it  apart,  and  find  it  badly  In 
need  of  a  general  overhauling.  In  addition  to  the  items  of  repairs  given  in  the 
appended  list,  it  is  likely  that  both  piston  rods  will  require  renewal,  as  they  are 
very  badly  scored;  also  six  eccentric  straps  instead  of  four  should  be  r^mb- 
bitted  in  order  to  place  the  spare  straps  in  condition  for  use.  The  itemised  list 
of  work  required  includes  the  work  which  is  known  to  be  urgent  to  the  refrig- 
erating engineer  in  charge.  It  is  believed  that  the  estimate  of  cost  is  sufficient 
to  give  the  machine  a  general  overhauling. 

3.  Item  1-B,  also  item  16-B :  "  Renew  two  flanges  on  water  column  of  boiler 
•  B  *  "     "  Renew  try  cooks  on  gauge  glass  fittings  on  six  water  columns." 

The  boilers  of  the  Olacier  arc  said  to  be  in  very  good  condition  and  to  require 
no  repairs,  and  it  Is  believed  that  the  conditions  warrant  the  installation  of 
new  water  columns  of  composition  of  the  pattern  used  for  the  Buffalo  and  the 
Yorktotcn.  Boiler  "  B  "  was  In  use  at  the  time  of  my  examination,  and  the  try 
cocks  were  not  leaking.  If  the  present  columns  are  not  found  in  bad  condition 
when  removed,  they  can  be  placed  in  efficient  condition  for  service  by  renewal 
of  the  t^vo  flanges  requested. 

4.  Item  0-B :  **  Overhaul  Davidson  vertical  duplex  feed  pump  and  make  new 
valve  chest  for  same."  The  valve  chest  of  this  pump  is  cracked  and  has  been 
patched  by  the  ship's  force,  but  it  is  stated  that  the  pump  has  not  been  In  use 
for  nearly  two  years.  In  order  to  place  it  In  condition  for  service,  it  will  be 
necessary  to  make  a  new  valve  chest  and  to  give  the  pump  a  general  overhaul- 
ing. It  is  very  desirable  that  it  should  be  placed  in  efficient  condition  for  use, 
in  order  that  there  may  be  two  Independent  feed  pumps. 

5.  Item  11-B :  **  Patch  joint  of  low  pressure  received,  main  engine.'*  TSiis 
Joint  was  patched  about  two  years  ago,  the  patch  continuing  down  one  side  of 
the  cylinder  casting  and  across  at  the  bottom.  It  is  stated  that  it  leaks  water 
but  not  steam  when  the  engines  are  run  at  high  i)ower.  In  order  to  make  perma- 
nent repairs,  It  will  be  necessiirj'  to  strip  the  low-pressure  cylinder  and  lift  it 
to  make  a  joint  It  is  btelieved  that  the  engine  can  be  placed  In  efficient  condi- 
tion for  use  by  renewing  the  patch  already  installed,  as  requested  by  the 
commanding  officer. 

C.  A.  Oabb, 
Head  of  Department  of  Steam  Engineering. 
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[Fcmrth  indoBMBMat] 

U.  8.  Navt-Yabd,  Mabb  Island,  Cal.,  June  10, 1909. 

1.  Third  IndorsemeDt  noted  and  respectfully  relumed  to  the  commandant. 

2.  With  reference  to  the  second  paragraph  of  the  third  indorsement  relatiye 
to  item  A.  The  rebabbitting  of  6  eccentric  straps  was  included  in  the  estimatea 
on  general  overhauling,  and  the  renewal  of  piston  rods  mentioned  will  be  taken 
under  advlaem^it  during  the  course  of  repairs,  and  it  is  recommended  that  they 
be  renewed  if  found  necessary. 

No  further  estimate  on  this  worlc  is  deemed  necessary. 

3.  With  reference  to  paragraph  8,  commenting  on  1-B,  this  item  is  again 
recommended. 

4.  With  reference  to  paragraph  3,  commenting  on  item  16-B,  relative  to 
renewal  <^  try  cocks  and  gauge-glass  fittings  and  recommending' that  they  nol 
be  renewed,  and  that  they  can  probably  be  placed  in  serviceable  condition  with 
the  renewal  of  two  flanges,  recommended  under  item  1-B,  I  respectfully  state 
that  the  present  try  cocks  are  in  very  bad  condition  and  considerably  worn, 
^veral  will  require  renewaL  A  separate  estimate  fbr  this  item  in  lieu  of 
repairs  instead  of  renewing  the  entire  gauge-glass  mountings  is  respectfully 
submitted  as  follows: 

Item  16-B  (as  amended) :  Repair  and  renew,  as  necessary,  try  cocks  on 
gauge-glass  fittings  on  all  boilers: 

Labor $150 

Material 12 

Total  (time,  twelve  days) 162 

6^  With  reference  ,to  paragraph  4,  commenting  on  item  9-B,  this  item  was 
recommended  for  approval,  and  it  was  not  deemed' necessary  to  state  that  it  had 
be^i  out  of  use  other  than  the  comment  giving  the  status  of  its  condition  as 
given  under  item  9-^  of  manager's  letter. 

6.  With  reference  to  paragraph  6,  commenting  on  item  11-B,  relative  to 
patching  Joint  of  L.  P.  receiver  main  engine,  and  recommending  that  patch  be 
renewed  instead  of  making  the  Joint,  attention  is  respectfully  called  to  the  man- 
ager's letter  under  item  11-B,  and  this  item  is  respectfully  submitted  for  the 
consideration  of  the  bureau  thereon. 

H.  A.  Evans, 
Naval  Constructor,  U.  fif.  Navy, 

[Fifth  indoraement.1 
No.  6ia-HJDF.] 

U.  S.  Navt-Yabd,  Mabe  Island  Yabd,  June  1£,  1909, 
1.  Respectfully  forAvnrded  to  the  Bureau  of  Navigation,  Inviting  attention 
to  the  preceding  indorsements. 
By  direction  of  the  commandant 

A.  W.  DooD, 
Captain,  U.  8.  Navy,  Retired, 

Aid  to  the  Commandant. 

[Sixth  indorsement  1 
No.  8006-163.] 

BuBEAu  OF  Navigation, 

June  17,  1909. 
1.  Respectfully  forwarded  to  the  Bureau  of  Steam  Engineering. 

N.  R.  USHEB, 

Assistimt  to  Bureau. 

[Seventh  indorsement.] 
Nft.  12048-DD-13633-D.1 

BuBEAU  OF  Steam  Kngin erring,  June  18,  1909, 

1.  Respectfully  forwarded  to  the  department,  recommending  that  the  repairs 
recommended  in  the  last  pnrajjraph  of  the  mnna^jer's  letter  be  authorized  at 
a  total  estimated  cost  of  $6,318.    Time,  fifty  days. 

2.  If  approved,  the  bureau  will  telegraph  instructions. 

H.   I.  CONB, 

Chief  of  Bureau. 
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[Slffhth  IndorMBieiit] 

Navt  DKPABTMDrT,  /iMie  19,  1909. 

1.  Returned  to  the  Bnrean  of  Steam  Bngineering. 

2.  As  recommended  in  the  seventh  Indorsement,  this  work  is  authorised  at 
an  estimated  cost  of  |6,818.    Time,  fifty  days. 

8.  The  burean  will  issne  necessary  telegraphic  instructions. 

WlNTHlOP, 

Acting  Secretarv* 

No.  26.    O.  N.-09.     21405-D.] 

U.    8.    8.    OLAdSB, 

Mare  Mand,  Oak,  August  19, 1909. 
8iB :  In  oYerhauling  the  machinery  the  following  repairs  have  become  neces- 
sary, which  are  beyond  the  capacity  of  the  force  aboard : 

1.  Install  new  suction  for  No.  8  double-bottom  tank.  At  present  the  starboard 
suction  pipe  is  broken  off  Just  after  it  enters  the  tank.  About  9  feet  of  3-inch 
copper  pipe  made  in  two  sections  will  be  necessary.    Four  days. 

2.  Make  three  new  bonnets  for  main  bilge  pump.  On  the  present  bonnets  the 
lugs  on  back  are  broken  off.  Bonnets  of  cast  iron,  containing  one  brass  bolt  for 
regulating  lift  of  yalve.    Weight,  84  pounds.    Four  days. 

Very  respectfuUy, 

R.  F.  VoxrBSK, 
Chief  MachinUt,  V.  B.  Navg, 

Engineer  Ofloer. 
The  OoMiCAHDiiTG  OFnon. 

[First  indonement] 

21405-D.]  U.  8.  8.  GlAOIDI. 

Jfavy-Tard,  Mare  Island,  Oal,  August  19, 1909. 
Respectfully  forwarded  to  the  commandant,  navy-yard,  Mare  Island,  Cal. 
2.  Approved. 

R.  F.  Lom, 
Commander,  U.  B.  Navy,  Commanding. 

[Second  indorsement.] 

U.  8.  Navt- Yard,  Mabb  Island,  Cal., 

August  B9, 1909. 
Respectfully  referred  to  tti^  inspector  of  machinery  for  consideration,  recom- 
mendation, and  estimate.    To  be  returned. 
By  direction  of  the  commandant. 

[Third  Indorsement] 

No.  960-1.]  U.  8.  Navy-Yaw),  Maes  Island,  Cal., 

August  21,  1909. 
1.  Respectfully  forwarded  to  the  manager  for  estimates,  with  the  statement 
that  the  commandant  has  authorized  this  work  to  be  proceeded  with  at  once. 

C.  A.  Cars, 
Commander,  U.  8,  Navy,  Inspector  of  Machinery. 

[Fourth  indorsement.] 

148-E-09.]  XJ.    S.   NaVY-YaBD,   MaBE   ISLAND,   CAL., 

August  B4f  1909. 

1,  Respectfully  forwarded  to  the  commandant 

2.  Estimates  upon  the  within-requested  items  of  repair  are  respectfully  sub- 
mitted as  follows : 

Item  1:  Install  suction  to  No.  8  double-bottom  tank. 

Labor $40 

Material ^ 80 

Total  (time,  four  days) ,-™. ,..»— .,-.^—    70 
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Item  2:  Make  three  bonnets  for  main  bilge  pnmp. 

Labor $50 

Material 5 

Total  (time,  five  days) 66 

This  item  requires  two  separate  patterns. 
Snmmary  of  items  1  and  2: 

Total  labor $90 

Total  material 86 

Grand  total  (time,  five  days) 126 

8.  The  above  items  of  repair  are  necessary  and  are  being  proceeded  with  in 
accordance  with  the  commandant's  verbal  authority,  as  stated  in  the  third  in* 
dorsement  hereon. 

H.  T.  Wright, 
Naval  Constructor,  U.  8.  Navy,  Actinjf  Manager, 

[Fifth  iDdonement.] 

No.  07a-I.l 

U.  8.  Navt-Yabd,  Mabb  Island,  Gal., 

August  25,  1909. 
1.  Respectfully  returned  to  the  commandant.    Gopy  retained. 

G.  A.  Gabb, 
Commander,  U.  8,  Navy,  Inspector  of  Machinery, 

[Sixth  Indoraement] 

No.  818-HBP.l 

U.  8.  Navy-Yabd,  Mabb  Island,  Gal., 

August  25,  1909. 
1.  Respectfully  forwarded  to  the  Bureau  of  Steam  Engineering  for  file,  via 
the  Assistant  Secretary  of  the  Navy. 
By  direction  of  the  commandant. 

A.  W.  DODD, 

Captain,  U.  8.  Navy,  Retired,  Aid  to  Commandant. 

[Seventh  indorsement.] 

Navy  Depabtment, 
Scptemher  25,  1909, 
Referred  to  the  Bureau  of  Steam  Engineering. 
Noted. 

WiNTHBOP, 

Assistant  Secretary. 


APPENDIX  VI. 
24968-DD.]  [B8G/A0F, 

Depabtment  or  the  Navt, 

BuBEAU  OF  Steam  Enoineebino, 
Washington,  D.  C,  December  20,  t909» 
Sib  :  1.  An  examination  of  the  monthly  summary  of  job  orders  for  September, 
1900,  shows  that  the  cost  of  repairs  on  the  machinery  of  the  Olacier  was 
$14,430.08.  As  the  records  of  the  bureau  show  that  the  estimated  cost  of  work 
authorized  was  only  $6,443,  an  explanation  is  requested  as  to  the  cause  of  the 
excessive  cost  of  this  work. 

Very  respectfully,  H.  I.  Gone, 

Engineer  in  Chief,  U,  8.  Navy, 

Chief  of  Bureau. 

The  GOMMANDANT  NAVT-YaBD, 

Mare  Island,  CaU 
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APPBNDIX  VU. 
[ICemoraadttin  for  tbe  eDgiaeer  in- chief.]  [&GD/AQF. 

Febbuabt  7,  1910. 

With  refereQce  to  the  statement  of  the  chief  constructor,  in  his  hearing  be- 
fore the  House  Naval  Committee,  January  26,  1910,  contained  in  the  Army 
and  Navy  Register,  dated  February  5,  1910.  that  the  estimates  in  April,  1909, 
for  rebnbbltting  the  crank-pin,  crosshead,  and  eccentric  brasses  of  the  U.  S.  S. 
West  Virffinia,  and  the  estimates  fbr  repairs  to  tiie  refrigerating  machinery  of 
the  U.  S.  S.  Olacier  at  the  navy>yard.  Mare  Island,  Cal.,  were  made  by  Lient. 
B.  C.  Davis,  U.  S.  Navy,  a  line  officer  on  engineering  duty,  your  attention  is 
Invited  to  the  fact  that  the  estimates  for  the  above  repairs  referred  to  were 
submitted  to  me  by  the  foreman  machinist  afloat,  who  was  under  the  manager 
and  had  direct  charge  of  the  outside  force  of  mechanics  and  the  repairs  in 
question.  The  nature  and  extent  of  the  repairs  were  investigated  by  me  as 
stated. 

Your  attention  is  invited  to  the  duties  of  the  ofBcerfei  and  foremen,  or  leading 
men  specially  assigned,  in  connection  with  investigating  repairs  to  vessels  at 
the  navy-yard.  Mare  Island,  Cal.  It  is  the  duty  of  the  foremen  v)r  the  leading 
men  specially  assigned  to  take  up  each  item  of  repair  and  estimate  the  cost 
thereon,  knowing  the  number  of  men  that  he  will  assign  to  a  particular  job, 
the  estimated  time  to  complete  it,  the  material  to  be  used,  and  the  percentage 
for  Indirect  cost  to  be  charged,  the  latter  being  furnished  from  the  office  of 
the  manager. 

It  is  the  province  of  the  officer  who  has  charge  of  the  investigation  of  re- 
pairs under  his  cognizance  to  investigate  the  nature  and  extent  of  the  repairs 
and  to  advise  and  recommend  as  to  the  method  of  repair.  The  officer  con- 
cerned receives  the  report  of  the  estimate  of  the  foreman  concerned  and  ap- 
pends the  estimate  to  his  report,  which  he  submits  to  his  superior  officer  for 
his  action  and  signature,  recommending  for  approval  or  disapproval,  depend- 
ing upon  the  necessity  of  the  repairs  in  question. 

The  statement  of  the  chief  constructor  that  the  estimates  above  referred  to 
were  made  by  Lieut.  R.  C  Davis,  U.  S.  Navy,  is  misleading,  as  the  procedure 
in  connection  with  estimating  and  investigating  repairs  outlined  in  the  pre- 
ceding paragraph  shows. 

The  amount  of  labor  and  material  expended  on  the  repairs  referred  to  was 
under  the  supervision  of  the  outside  superintendent,  a  naval  constructor,  who 
had  direct  charge  of  the  outside  force  of  mechanics  making  the  repairs.  This 
officer  also  approved  all  stub  requisitions  for  the  material  drawn  to  make 
these  repairs.  In  this  connection  I  had  no  responsibility  for  the  cost  of  the 
repairs  to  machinery  of  vessels. 

R.  C.  Davis, 
Lieutenant,  U,  8,  Navy, 


APPENDIX  VIII. 
116e9-DD.] 

Department  or  the  Navy, 

BvBEAU  OF  Steam  Engineebino, 

Washington,  D,  C,  June  12, 1909. 

Sib  :  1.  The  bureau  acknowledges  the  receipt  of  letter  of  the  manager  of  the 
manufacturing  dei>artment,  No.  365-3019-1039-SY,  of  the  11th  instant,  recom- 
mending that  a  proprietary  requisition  be  drawn  in  favor  of  the  William  Cramp 
&  Sons*  Ship  and  Engine  Building  Company  for  tbe  castings  of  four  cylinder 
casings  for  the  H.  P.  and  L.  P.  turbines  of  the  Florida  and,  after  full  considera- 
tion of  all  the  reasons  advanced  by  the  mana„'er  for  obtaining  these  castings 
outside,  as  well  as  the  intention  of  Congress  In  providing  for  the  construction 
of  the  Florida  at  the  navy-yard,  New  York,  and  the  opinion  of  the  Inspector  of 
machinery,  disapproves  the  request. 

2.  The  bureau  is  confirmed  in  its  opinion  that  it  would  be  inadvisable  to  have 
these  castings  made  outside  from  the  statement  in  the  manager's  letter  that 
there  are  so  few  plants  in  this  country  capable  of.  making  these  castings,  which 
points  to  the  desirability  of  making  them  in  a  navy -yard,  and  thus  familiarizing 
our  mechanics  with  the  manufacture  of  such  large  castings.  The  bureau  dis- 
approves the  proposition  to  make  this  requisition  proprietary  because  it  would 
deny  other  foundries  which  are  capable  of  making  them  of  the  right  to  corn- 
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petition  and  might  thereby  increase  the  oost  to  the  Government.  The  bureau 
notes  that  the  Builders  Iron  Foundry's  quotation  was  for  the  cylinders  in  two 
pa  Its,  while  the  only  bid  of  the  Cramp  Company  tliat  could  be  considered  was  ' 
one  based  ou  furnishing  these  cylinders  in  four  parts,  and  it  Is  only  reasonable 
to  suppose  that,  had  the  Builders  Iron  Foundry  and  other  foundries  been 
given  an  opi)ortuuity  to  bid  on  these  castings  in  four  pars,  much  lower  prices, 
and  probably  much  better  deliveries,  would  have  been  given. 

3.  The  recommendation  to  make  the  cylinders  in  four  parts  is  not  approved, 
for  the  reason  that  cylinders  similar  to  these  are  made  without  difficulty  abroad, 
and  the  bureau  is  of  the  opinion  that  our  yards  should  be  in  position  to  do 
equally  good  work  as  is  done  elsewhere. 

4.  In  regard  to  the  congestion  which  may  occur  In  the  foundry  at  the  time  of 
the  visit  of  the  fleet,  it  is  suggested  that,  should  congestion  occur  then  or  at  any 
other  time,  it  would  be  advisable  to  place  orders  for  small  castings  outside  and 
continue  uninterrupted  the  work  on  the  castings  of  the  Florida,  which  is  the 
most  important  work,  and  endeavor  to  get  them  out  well  within  the  time  named 
in  Commands  Higglns's  memorandum. 

Very  respectfully,  H.  I.  Cone, 

Bngineer  in  Chief,  V,  8.  Navy, 

Chief  of  Bureau, 
The  Commandant,  Navy-Yabd,  New  York. 


[Memorandum  for  the  manager.] 

Navt-Yajbd, 

New  York,  June  11,  1909. 

In  answer  to  your  memorandum  of  the  9th  instant  requesting  advisement 
npon  the  time  necessary  for  delivery  to  the  machine  shop  of  the  complete  lot  of 
castings  for  8  cylinders  of  the  Florida,  I  report  as  follows : 

I  am  of  the  opinion,  after  taking  into  consideration  all  probable  demands 
likely  to  be  made  on  the  foundry,  by  arranging  the  work  so  that  the  core  ovens 
and  floor  space  can  be  continuously  available  while  these  cylinders  are  being 
cast,  that  the  whole  lot  above  enumerated  can  be  delivered  to  the  machine  ediop 
in  sixty  weeks  from  July  1,  1909.  This  does  not  include  unforeseen  delays,  loss, 
of  castings,  or  curtailment  of  necessary  latM>r. 

R.  B.  HiGGINS, 

Commander,  U,  8,  Navy. 


APPBNDIX  IX. 
No.  866— 301»— lOSft—ST.l 

Navt-Yard,  New  Yobk,  June  17,  1909. 
Bin:  1.  The  manufiicturing  department  submitted  In  its  letter  No.  365— 3019— 
1039— SY.  of  June  11,  1909,  a  proposition  to  purchase  from  the  William  Cramp 
&  Sons  Ship  and  Engine  Building  Company  four  of  the  eight  sets  of  turbine- 
cylinder  castings  required  for  the  turbine  engines  of  the  U.  S.  S.  Florida, 
This  proposition  was  unfavorably  indorsed  by  the  Inspector  of  machinery  (No. 
233,  Inspector,  June  11,  1909),  and  disapproved  by  the  Bureau  of  Steam  Engi- 
neering in  its  letter  No.  11569 — DD  of  June  12,  1909.  Copies  of  all  correspond- 
ence referred  to  are  herewith  inclosed. 

2.  The  department  having  allotted  thirty-two  months  for  the  completion  of 
the  Florida,  it  is  assumed  that  it  desires  the  vessel  ready  for  service  at  the 
expiration  of  this  time  (by  June  24,  1911).  I  have  to  state  that  if  the  Bureau 
of  Steam  Engineering  adheres  to  Its  decision  to  make  all  of  the  cylinder  cast- 
ings in  the  yard,  this  will  be  impossible.  My  letter  of  June  11,  1909,  clearly 
demonstrates  the  correctness  of  this  statement 

3.  If  the  Florida  Is  to  be  completed  within  the  time  allowed,  it  Is  necessary 
not  only  to  place  one-half  of  the  cylinder-casting  work  outside,  but  to  select  a 
firm  whose  experience  with  work  of  this  character  will  be  a  guarantee  of  their 
successful  delivery.  My  letter  referred  to  clearly  shows  that  the  Cramp  Com- 
pany are  the  only  firm  in  a  position  to  make  a  satisfactory  tender  assuring  the 
early  delivery  necessary. 

4.  I  Invite  attention  to  the  fact  that  the  manufacturing  department  is  r^ 
sponsible  for  the  successfal  completion  of  the  Florida,  both  as  to  cost  and  time^ 
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and  while  opinions  may  differ  as  to  the  capacity  of  the  yard  plant,  etc.,  it  can 
not  be  held  responsible  either  for  cost  or  time,  if  its  programme  for  carrying 
out  the  work  is  upset. 

5.  Referring  to  the  letter  of  the  Bureau  of  Steam  Engineering,  the  advantage 
of  training  the  yard  workmen  in  making  turbine  cylinders  is  recognized,  and 
the  four  cylinders  it  is  proposed  to  cast  here  will  give  them  as  ample  experience 
as  the  Government  can  afford  to  provide. 

6.  Referring  to  the  indorsement  of  the  inspector  of  machinery,  the  manufac- 
turing department  does  not  believe  that  the  Navy  Department  will  be  willing 
to  delay  the  Florida  for  any  avoidable  reason  whatsoever. 

7.  As  regards  the  question  of  time,  four  cylinders  can  be  made  in  the  yard  in 
proper  time,  but  if  any  castings  prove  defective,  which  is  apt  to  happen,  even 
this  amount  of  work  will  be  dangerously  delayed.  Experience  has  shown  that 
large  cylinder  castings  for  turbine  engines  are  difficult  to  make,  and  this  depart- 
ment can  not  avoid  considering  the  possibility  of  defective  castings  in  laying  out 
its  work. 

8.  As  regards  cost,  the  Cramp  Company's  tender  was  fully  explained  in  my 
letter  referred  to.  It  should  be  noted  that  the  contract  proposed  will  entirely 
eliminate  from  one-half  of  this  work  the  liability  of  losing  the  cost  of  machine 
work  on  defective  castings,  a  considerable  amount  of  which  must  be  done  before 
they  are  tested. 

9.  I  invite  attention  to  the  fact  that  the  estimates  of  the  former  departments 
of  Construction  and  Repair,  Steam  E^nglneering  and  Equipment  for  work  on  the 
Florida  considerably  exceeded  the  appropriation  of  $6,000,000  for  the  hull,  ma- 
chinery, and  equipment  of  the  ship,  out  of  which  at  least  half  a  pilUion  must 
be  reserved  for  work  not  included  in  the  contract  The  necessity  for  the  most 
rigid  economy  and  the  adoption  of  all  possible  means  of  reducing  the  cost  is 
clearly  evident, 

10.  I  request  that  this  matter  be  brought  to  the  attention  of  the  Navy  De- 
partment with  a  view  to  closing  with  the  tender  of  the  Cramp  Company,  if  that 
is  still  possible.  If  it  is  not,  I  request  that  authority  l>e  granted  to  submit  an 
open  purchase  requisition  for  the  castings  for  the  four  cylinders  in  question, 
since  time  will  not  permit  their  being  advertised.  As  it  would  probably  go, 
however,  to  a  firm  inexperienced  In  this  work,  the  Cramp  proposition  would 
be  far  more  satisfactory. 

U.  Immediate  action  Is  requested. 

Very  respectfully,  W.  J.  Baxter, 

Naval  Constructor,  U.  8.  Navy, 
Manager  Manufacturing  Department, 
The  Commandant,  Navt-Tard,  New  York. 
(Through  Inspector  of  Machinery.) 

[First  indorsement] 

Navy-Yabd,  New  Yobk,  June  »,  1909, 

1.  Respectfully  forwarded  to  the  commandant  inviting  attention  to  my  In- 
dorsement No.  253,  and  to  bureau's  letter,  11569-DD,  of  June  12,  1009,  copies  of 
which  are  forwarded  herewith. 

2.  Further  inquiry  as  to  this  matter  discloses  that  from  the  start  there 
has  been  no  effort  made  to  get  out  patterns  here  for  all  turbine  castings 
for  the  Florida.  It  does  not  appear  that  the  pattern  shop  is  or  has  been 
worked  to  its  capacity.  Apparently,  the  manufacturing  department  had  early 
assumed  the  necessity  of  having  four  sets  of  these  patterns  and  castings  made 
outside.  From  paragraph  4  of  the  within  letter,  I  conclude  that  the  programme 
of  work  was  determined  upon  with  this  end  in  view.  I  regret  that  I  can  not 
agree  with  the  manufacturing  department  as  to  the  necessity  of  having  these 
castings  made  outside,  for  even  as  it  is,  with  patterns  yet  to  be  taken  1b  hand 
for  these  castings,  I  do  not  believe  that  any  greater  delay  would  ensue  by 
doing  all  the  work  In  the  yard  than  if  the  work  is  done  outside.  Also,  I  can 
not  agree  with  the  statement  in  paragraph  2  that  it  will  be  impossible  to 
finish  the  Florida  on  time  if  these  castings  are  to  be  made  in  the  yard.  In 
my  opinion  the  capacity  of  the  yard  foundry  was  underrated  In  the  manager's 
letter  of  June  11,  1909. 

8.  Referring  to  paragraph  4,  it  is  presumed  that  the  department,  when 
awarding  the  contract  for  the  Florida  to  this  yard.  Intended  to  hay*  made  in 
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the  yard  all  parts  of  the  main  en^nes  that  could  be  made  therein.     If  this 
presumption  is  not  the  right  one,  where  was  the  line  intended  to  be  drawn? 

4.  Referring  to  paragraph  9,  I  am  of  the  opinion  that  the  necessity  for  rigid 
economy  is  rather  against  than  for  the  proposition  of  handing  over  so  large  a 
contract  to  one  firm  without  competition.  As  stated  in  my  indorsement  No* 
253,  I  am  of  the  opinion  that  the  bid  of  this  one  firm  is  excessive. 

W.  M.  Pabks, 
Captain,  U,  8.  Navy,  Inspector  of  Machinery, 

No.  142^B.]  [Second  Indorsement.] 

Navt-Yabd,  New  York,  June  24, 1909, 

1.  Respectfully  referred  to  the  Bureau  of  Steam  Engineering. 

2.  In  the  opinion  of  the  commandant,  the  New  York  Navy-Yardi  does  not  exist 
primarily  as  a  construction  station,  but  rather  as  one  for  the  supply  and  gen- 
eral maintenance  of  the  fleet  He  is  compelled,  therefore,  to  dissent  from  the 
fourth  paragraph  of  the  bureau's  letter,  No.  11569-DD,  of  the  12th  instant,  in 
which  the  suggestion  is  made  that  if  the  yard  facilities  do  not  permit  of  work  on 
both  the  Florida  and  the  fleet  that  the  latter  be  put  out  to  contract  In  his 
opinion  the  contrary  course  should  be  followed,  a  battle  ship  In  commission  for 
service  being  of  more  immediate  value  in  a  military  sense  than  one  building. 

3.  If  the  work  on  the  fleet  is  to  be  kept  up,  temporary  congestions  of  work  in 
the  foundry  seems  probable,  resulting  in  delay  of  fleet  work  or  in  the  completion 
of  the  Florida.  The  foundry  force  is  already  gaining  experience  in  large  cast- 
ings, and  it  does  not  seem  necessary  for  them  to  take  the  work  of  the  large  cyl- 
inder castings  of  the  Florida  for  ttis  purpose.  If  in  the  future  such  work 
becomes  necessary,  it  can  be  undertaken  just  as  well  as  it  could  be  at  present 

4.  There  is  no  question  in  the  mind  of  the  commandant  as  to  the  ability  of  the 
New  York  Navy- Yard  to  make  all  the  machinery  castings  of  the  Florida,  if  time 
permits.  He  Invitee  attention,  however,  to  the  fact  that  the  proposed  date  of 
completion,  September  1,  1910,  as  stated  by  thi*  manager,  manufacturing  depart- 
ment to  be  too  late  to  permit  of  the  completion  of  the  ship  in  the  thirty-two 
months  permitted  by  the  department  and  unless  this  time  is  extended  must 
request  a  modification  of  the  letter  of  the  bureau  and  the  placing  of  the  work 
on  the  heaviest  castings  outside. 

5.  In  order  to  obtain  a  decision  on  the  question  of  the  allotment  of  time  for 
the  building  of  the  Florida,  the  commandant  has  the  honor  to  request  the  sub- 
mission of  this  correspondence  to  the  department  at  as  early  a  date  as  la 
practicable. 

J.  B.  MUBDOCK, 

Captain,  V,  S.  Navy,  Commandant,  Navy-Yard  and  Station. 

[Third  indorsement] 
No.  12840-DD.  14179-D.l  DkPARTMENT  OF  THE  NavY. 

BuKEAU  OF  Steam  Engineebino, 

June  SO,  1909. 

1.  Respectfully  forwarded  to  the-  department  with  recommendation  that  this 
correspondence  be  returned  to  the  commandant,  navy-yard.  New  York,  in 
view  of  the  t&ct  that  the  inspector  of  machinery  will  have  charge  of  this 
work  after  July  1.  and  of  his  statements  In  the  first  Indorsement  hereon  that 
the  work  can  be  done  at  the  navy-yard.  New  York. 

2.  Attention  Is  invited  to  the  second  indorsement,  paragraph  5,  with  request 
that  a  decision  as  to  the  time  for  the  completion  of  the  Florida  be  rendered 
by  the  department 

8.  Betum  of  papers  via  this  bureau  is  requested. 

H.   I.  CJONE, 

Engineer  in  Chief,  V.  8.  Navy,  Chief  of  BureaiL 
[Fourth  Indorsement] 

Navy  Depabticknt,  June  SO,  1909. 
Respectfully  returned  to  the  commandant,  navy-yard,  New  York. 
2.  The  constructional  period  for  the  Florida  will  be  the  same  as  that  already 
fixed  for  the  Utah,  namely,  thirty-two  months  from  November  24,  1908. 
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3*  The  attention  of  tbe  comnuuidlint  is  Invited  to  the  tiiird  indorsHncat 
hereon,  and  tlie  report  of  tbe  engineer  in  chief  inclosed  herewith,  both  dated 
Jnne  30,  1909,  with  regard  to  tbe  cylinder  castings  for  tbe  U.  S.  S.  Florida, 
Tbe  commandant  will  notice  that  tbe  inspector  of  machinery  estimates  ttaat 
all  the  castings  needed  for  tbe  cylinders  of  the  Florida  will  be  ready  for  shop- 
work  on  July  1,  1910.  The  department  desires  information  as  to  whether 
this  will  be  in  sufficient  time  so  as  not  to  delay  the  completion  of  the  vessel 
by  the  date  fixed.  If  so,  tbe  commandant  will  give  tbe  necessary  directions 
that  the  work  be  done  at  tbe  yard. 

4.  The  return  of  these  papers  is  requested, 

WlNTHEOP, 

Acting  Secretary, 
Ma  142»^.]  [Fifth  indomement.] 

Navt-Yasd,  New  Yobk,  Juip  i,  1909. 

L  BespectfuUy  referred  to  the  Inspector  of  machinery,  for  statement  as  to 
whether  be  coincides  in  tbe  opinion  of  Commander  Higgius,  that  all  the  cylinder 
castings  for  the  Florida  can  be  put  in  tbe  machine  shop  by  July  1, 1910. 

2.  Respectfully  referred  to  the  manager,  manufacturing  department,  who  will 
state  whether  the  conditions  stated  above  will,  in  his  opinion,  permit  of  the  com- 
pletion of  the  FloHda  by  July  24,  1911. 

8.  Betum  papers^ 

J.  R  MUROOCK, 

Captain,  U,  8,  Navy, 
Commandanty  Navy-Yard  and  Station, 

[Sixth  indorsement. ] 

Navy- Yard,  New  York,  July  2,  1909, 

1.  Respectfully  referred  to  the  commandant,  via  manager,  manufacturing  de- 
partment 

2.  The  inspector  of  machinery  coincides  with  the  opinion  of  Commander 
Hlggins,  that  all  the  cylinder  castings  of  the  Florida  can  be  put  in  tbe  macbiae 
shop  by  July  1,  1910. 

W.  M.  Parks, 
Captain,  U.  8.  Navy, 
Inspector  of  MaohUery, 

FUe  No.  866-8019-1 030-SY.1        [Seventh  Indowement.] 

Navy- Yard,  New  York,  July  S,  1909. 

1.  Respectfully  returned  to  the  commandant. 

2.  If  tbe  turbine  cylinders  for  tbe  Florida  are  delivered  to  tbe  machine  shop 
at  this  navy-yard  by  July  1,  1910,  and  none  of  them  prove  to  be  defective  after 
machining  and  test,  it  is  believed  that  the  Florida  can  be  completed  by  July  24, 
1911,  although  tbe  time  remaining  will  not  be  as  great  as  tbe  manufiioturing 
department  would  consider  desirable. 

W.  J.  Baxter, 
Naval  Constructor,  U.  8,  Navy, 
Manager^  Manufacturing  Department, 

No.  1428-^.]  [JSlghth  indorsement.] 

Navy-Yard*  New  York,  July  Ot  1909: 

1.  Respectfully  returned  to  the  Secretary  of  the  Navy,  through  the  Bureau 
of  Steam  Engineering,  inviting  attention  to  tbe  seventh  and  eighth  indorsements. 

2.  The  work  of  casting  the  turbine  cylinders  will  be  proceeded  with  at  this 
yard  in  accordance  with  the  fourth  indorsement. 

J.   B.    MURDOCK, 

Captain,  U,  8.  Navy, 
Commandant  Navy-Yard  and  Station, 
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No.  18481-DD.]  [NtHth 


Bbpabtment  of  the  Navt, 

BxTREAU  OF  Steam  Engineebino, 

July  9,  1909, 
1.  Respectfully  forwarded  to  the  department,  requesting  retum  at  papers  ito 
this  bureau  for  flje. 

H.  I.  CkiNB, 
Bhi.oineer  in  Chief,  V,  8.  Navy,  €Mef  of  Bwreau. 

26813-68/1.]  [Tentb  Indoraemcnt) 

Navy  Department,  July  IS,  1909, 
Returned  to  the  Bureau  of  Steam  Bngineering  for  its  files. 

Winthbop, 
^Aoting  Secretary, 


APPENDIX  X. 
No.  25S-Iiispr.] 

[Pint  indoraemeBt.] 

Navy-Yabd.  New  York,  June  11, 1909, 

1.  Respectfully  forwarded  to  the  Bureau  of  Steam  Bngineerlng. 

2.  I  will  take  up  in  order  the  points  named  tn  paragraph  two  of  the  within 
letter: 

(1)  I  am  unable  to  see  that  any  necessity  exists.  I  believe  that  as  much 
as  possible  of  the  money  appropriated  by  Congress  for  the  Florida  should  be 
expended  at  this  navy-yard,  and  I  am  of  the  opinion  that  the  Navy  Department 
would  be  willing  to  extend  the  time  of  completion  of  the  Florida  if  it  should 
become  necessary  to  do  so  on  account  of  making  these  castings  in  this  yard. 
If,  as  is  stated  in  this  letter,  the  experience  and  knowledge  necessary  to  make 
turbine  castings  is  scarce  in  this  country,  it  would  seem  to  be  essential  to  train 
the  navy-yard  force  to  make  them,  in  order  that  we  may  not  be  at  the  mercy 
of  outside  firms  that  have  gained  that  experience  and  knowledge,  and  will  cer- 
tainly charge  for  it 

(2)  A  description  of  the  negotiations  undertaken  by  this  office  in  connection 
with  this  contract. 

It  does  not  appear  to  me  that  the  competition  for  this  work  has  been  wide 
enough.  Personally,  I  do  not  agree  with  the  notion  that  there  is  anything  espe- 
cially complex  or  difllcult  about  these  castings,  and  I  think  that  any  foundry 
capable  of  making  large  low-pressure  cylinders  is  perfectly  able  to  make  these 
turbine  castings,  especially  if  the  low-pressure  ones  are  made  in  four  pieces. 
In  this  immediate  vicinity  S.  L.  Moore  &  Co.,  Ellzabethport,  N.  J.,  and  the 
Marine  Engine  Company,  Harrison,  N.  J.,  are  equipped  for  Just  such  work; 
also  very  heavy  iron  castings  for  large  turbines  for  shore  plants  are  found  at 
the  works  of  the  Westinghouse  Electric  and  Manufacturing  Company,  Pittsburg, 
but  I  am  not  informed  who  makes  them.    That  can  easily  be  found  out. 

(3)  A  statement  of  the  reasons  for  recommending  a  proprietary  requisition  in 
favor  of  the  Cramp  Company.  • 

I  see  no  reason  for  awarding  this  contract  to  the  Cramp  Company  at  their 
figure  and  without  competition,  and  I  do  not  so  recommend.  I  am  also  of  the 
opinion  that  the  figure  quoted,  $43,700,  which  includes  the  pattern  work,  is 
high. 

(4)  Certain  points  in  connection  with  the  Cramp  Company's  proposition. 

I  am  of  the  opinion  that  it  is  good  engineering  policy  to  cast  these  L.  P. 
cylinders  in  four  parts,  and  I  would  recommend  that  this  be  done. 

3.  I  do  not  recommend  that  these  castings  he  made  outside ;  but  if  for  any 
reason  the  bureau  decides  otherwise,  I  would  recommend  competition  in  the 
matter,  and  would  suggest  that  bids  be  invited  from  foundries  equipped  to  make 
L.  P.  cylinders  for  reciprocating  engines.  The  bureau  probably  knows  several 
such  in  addition  to  these  1  have  named  above. 

W.  M.  Pabks, 
Captain,  U.  8,  Navy,  Inspector  of  Machinery. 
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APPBNDIX  XI. 
20829-DD.]  [Telegram.]  [2822^D. 

Washington,  Octoher  18,  1909. 

COMMANDANT  NaVY-YaRD, 

Mare  Island,  Cat.: 
Farragut  steam  drum ;  method  of  repair,  inspector  of  machinery's  letter,  12-15 
I,  not  approved ;  make  new  drum  double  riveted,  double  butt  joint  at  top,  off- 
center  safety  valve,  moved  off  center  opposite  way  to  afford  room,  if  necessary, 
for  end  joints;  make  drum  slightly  longer;  work  authorized  advance  of  esti- 
mate; letter  follows: 

Gone. 


APPENDIX  XII. 

2698(>~D,  Bu.  S.  B.1  UNITED  STATES  NaVT-YaBD, 

Mare  Island,  Cal,  November  23,  1909. 
Sir:  1.  Referring  to  bureau's  letter  No.  2227S-DD,  relating  to  the  manufac- 
ture of  an  upper  drum  required  for  boiler  A  for  the  U.  S.  S.  Farragut,  I  respect- 
fully state  that  the  order  for  the  material  has  been  placed,  inspection  at  place  Of 
manufacture,  delivery  in  forty-five  to  sixty  days. 

2.  Material  suitable  for  the  manufacture  of  this  drum  could  not  be  found  on 
this  coast. 

Very  respectfully,  C.  A.  Cabb, 

Commander,  V.  S,  Vavy,  Inspector  of  Machinery. 
Chief  or  Bureau  or  Steam  Engineering, 

ISavy  Department,  Washington,  D.  0. 
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GOMMTTTEE  ON  NaVAL  AfFAIBS, 

Thursday,  February  17, 1910. 

The  committee  met  at  10.30  o'clock  a.  m.,  Hon.  George  E.  Foss 
(chairman)  presiding. 

The  Chairman.  We  have  with  us  this  morning  the  Secretarj^  of 
the  Navy — and  we  are  always  very  glad  to  see  hmi — on  the  subject 
of  reorganization.    Mr.  Secretary,  you  may  proceed  in  your  own  way. 

Secretary  Meyer.  Mr.  Chairman,  in  the  testinaony  which  has  been 
given  before  the  conunittee  since  my  own  hearings  a  great  mass  of 
detailed  information  has  been  given,  which  I  think,  perhaps,  has  had 
a  tendency  to  obscure  the  situation  in  the  minds  of  tne  committee. 

One  matter  on  which  I  laid  considerable  stress  was  the  organiza* 
tion  of  the  dockyards  of  England  and  Germany  and  the  shipbuilding 
organizations  of  the  United  States,  of  which  1  appended  a  summary 
at  the  end  of  my  first  hearing  before  the  committee;  that  is,  Decem- 
ber 16,  1909. 

I  gave  in  these  summaries  only  tha^  salient  features,  with  the 
idea  of  showing  how  the  control  was  placed,  and  that,  in  the  dock- 
yards of  England  and  Germany  and  in  the  shipbuilding  organizations 
of  the  United  States,  work  on  ships  was  naturally  divided  into  two 
divisions,  of  hull  and  machinery.  Since  that  time  you  have  been 
fumishea  bv  the  chief  constructor  with  what  appears  to  be  quite 
accurate  information  as  to  the  dock;^ard  systems  of  England  and 
Germany  and  the  shipbuilding  organizations  of  the  United  States. 
These  descriptions  have  gone  much  into  detail,  but  thev  show,  as 
do  the  reports  on  which  I  base  my  statements,  that  tne  natural 
divisions  of  hull  and  machinery  are  adhered  to  abnost  imiversally. 
In  order  that  the  record  may  be  complete,  I  will  append  to  tms 
hearing,  if  the  committee  wishes,  Rear-Admiral  R.  P.  Rodgers's 
reports  on  the  English  and  German  dockyard  systems.  You  liave 
already  had  the  report  of  the  Chief  Constructor  of  the  Navy  on  the  • 
dockyard  system  of  England,  which  agrees,  in  all  essential  points, 
with  Admiral  Rodgers's  report.  Each  show  hull  and  macninery 
divisions. 

I  have  drawn  the  committee's  attention  the  universal  practice  in 
regard  to  hull  and  machinery  divisions  in  navy-yards  and  ship- 
building oi^anizations  only  because  they  show  the  natural  common- 
sense  way  that  people  look  at  this  subject,  and  not  because  it  was 
at  all  necessary  for  us  to  do  what  everybody  else  does. 

Another  feature  which  I  consider  or  much  importance  is  what  I 
have  frequently  emphasized  before  the  committee,  that  I  consider 
a  navy-yard  a  repair  plant,  primarily  for  the  purpose  of  maintaining 
the  fleet  in  efficient  miUtary  condition.  A  navy-yard  is  not  a  manu- 
facturing or  industrial  plant  in  the  sense  that'  we  understand  com- 
mercial organizations  to  be.*  Its  manufacturing  work  is  only  inci- 
dental, ana  it  would  be  folly  for  us  to  attempt  to  manufacture  com- 
mercial articles  in  a  navy-yard  when  we  could  buy  them  outside 
much  cheaper.  It  would  be  more  expensive  to  manufacture  them, 
and  we  would  be  losing  the  advantage  of  private  capital  and  expe- 
rience. I  feel  very  certain  that  the  committee  will  a^ee  with  me 
on  this,  as  perhaps,  also,  on  the  principle  in  which  I  oelieve,  that 
the  building  of  our  new  ships  should  almost  invariably  be  done  by 
private  shipbuilding  establisnments. 
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And  here  I  want  to  refer  to  three  of  the  shipbuilding  organizations 
which  have  not  been  gone  into.  'For  instance,  the  Newport  News 
Shipbuilding  and  Dry  Dock  Company,  of  Newport  News,  Va.  The 
chief  engineer  is  chai^^ed  with  the  design,  nrepsration  of  plans,  and 
estimates  of  all  propelling  machinery  and  nuU  machinery.  By  the 
term  ''hull  macninery''  is  meant  all  machinery  necessary  for  the 
handling  of  ground  tackle,  steering  the  vessel,  drainage  and  pump- 
ing, plumbing,  all  water-ti^ht  doors  operated  b^  power,  and  the  entire 
electrical  installation  of  the  vessel.  This  omcer  is  assisted  by  the 
assistant  chief  engineer  and  by  the  electrical  engineer.  I  call  atten- 
tion to  that  feature  in  the  Newport  News  yard  because  the  programme 
is,  in  the  navy-yards,  to  have  all  propelling  machinery  and  other 
machinery  logically  placed  under  the  chief  engmeer,  and  the  purpose  is 
to  also  put  the  electrical  machinery  under  the  engineer,  because  that  is 
machinery  of  the  same  character,  and  the  tendency  is  toward  its 
becoming  the  propelling  power,  and  you  will  find  that  has  already 
been  done  and  the  wisdom  of  it  foreseen  in  the  Newport  News  Ship- 
building and  Dry  Dock  Company.  The  naval  architect  in  that  yard 
is  charged  with  the  design,  preparation  of  plans,  and  estimates  of  the 
hulls  of  vessels.  The  estimates  for  the  construction  of  a  new  vessel 
would  be  submitted  under  three  final  heads,  viz:  ''Hull,"  prepared 
by  the  naval  architect,  which  corresponds  with  our  navaJ  con- 
structor; "  hull  machinery,"  prepared  by  the  chief  engineer;  " propel- 
ling machinery,"  prepared  by  the  chief  engineer;  and  these  items  com- 
prise all  that  is  reqmred  for  the  vessel  complete  in  every  respect  for 
sea.  Referring  to  the  electrical  and  other  equipment,  as  I  have 
previously  stated,  the  hull  machinery  and  the  electrical  equipment 
are  under  the  chief  engineer.  All  other  equipment  comes  under  the 
naval  architect. 

Now,  in  the  New  York  Shipbuilding  Company  the  general  mana- 
ger is  a  man  of  executive  aoiUty  and  not  necessarily  a  technical 
expert.  At  present  he  is  a  man  who  was  formerly  chief  engineer. 
Under  the  general  manager  there  are  two  separate  divisions — first, 
tiie  division  of  hulls,  and,  second,  the  division  of  engineering. 

In  the  Cramp  establishment  they  are  working  under  the  direction 
of  a  general  manager,  and  there  are  the  following  six  technicd  admin- 
istrators or  designers:  Superintendent  of  shops  (who  is  a  mechanical 
expert),  a  naval  architect,  a  marine  engineering  designer,  a  general 
superintendent  of  the  yard  (who  is  a  marine  engineering  expert),  a 
civil  engineer  and  architect,  and  a  hydraulic  engineering  expert. 
Outside  of  the  general  manager  the  above  experts  are  the  highest 

Said  men  at  Cramp's,  and  of  these  six  directing  authorities  the  hull 
esigner  has  the  least  to  do  with  shopwork.  And  yet,  in  the  navy- 
yard  reorganization  scheme  put  into  eflFect  by  Mr.  Newberry,  the 
naval  constructor  was  given  work  that  is  not  intrusted  to  him  in 
outside  establishments.  At  the  Cramp  establishment  there  are, 
therefore,  five  other  technical  experts  whose  duties  are  absolutely 
distinct  from  the  work  of  the  naval  architect.  It  is  recognized  in 
civil  life  that  the  expert  whose  work  consists  of  designing  static  appli- 
ances obtains  neither  the  training  nor  the  experience  to  fit  him  for 
designing  dynamic  appliances.  At  the  New  York  Shipbuilding  Com- 
pany the  directive  experts  are  all  mechanical  or  marine  engineers 
with  the  exception  of  tne  naval  architect,  and  the  latter's  work  gives 
him  no  substantial  authority  in  any  of  the  shops.    At  the  Cramp 


Digitized  by  VjOOQ  IC 


^SOPOSEOO  BBOBQAKIZATIOK  OF  t^AVT  l>EPABT9fSK^.  '081 

cstabliriunent  the  shops  are  placed  in  charge  of  two  men — one  who 
is  a  mechanical  expert  and  the  other  a  marine  enp^ineering  expert. 
At  both  estabUshments  the  naval  architect  is  purely  and  simply  a 
hull  designer  whose  duties,  training,  and,  apparently,  inclination 
tend  to  make  him  indiflFerent  to  administering  the  work  of  the  shop. 

I  feel  morally  certain,  also,  that  a  complete  repair  and  refit  of  a 
large  vessel  may  also  be  carried  op  by  contract  cheaper  than  we  have 
been  able  to  do  it  at  the  navv-yards. 

Now,  my  attitude  on  that  I  want  to  explain  by  referring  to  the  chief 
constructor's  report,  page  468. 

Mr.  Butler.  His  last  report  ? 

Secretary  Meyer.  These  reports  are  all  printed  together. 

The  Chairman.  You  mean  the  hearings,  do  you  not  ? 

Secretary  Meyer.  Ye3.  I  refer  to  page  458,  and  there  Mr.  Capps 
refers  to  a  memorandum  prepared  by  the  British  Admiralty  and  sud- 
mitted  in  their  printed  statement,  explanatory  of  the  British  naval 
estimate  for  1905.  I  refer  to  it  for  this  reason:  That  it  shows  a  policy 
which  England  has  been  pursuing,  and  it  states,  quoting  from  the 
printed  hearings,  '*The  policy  of  sending  ships  to  the  private  yards 
nas  fulfilled  its  object,  and  the  arrears  in  the  repair  of  the  fleet  have 
been  mastered  and  are  a  thing  of  the  past."  Then  further  on  it 
says,  ''We  have  now  in  the  United  Kingdom  a  splendid  national  asset 
in  the  numerous  private  yards."  Evidently  England's  policy  had 
been  to  build  up  those  yards  as  an  asset  of  the  country  m  time  of 
stress  and  for  commercial  reasons,  and  I  think  this  would  be  a  very 
wise  policy  for  us  to  bear  in  mind  in  this  country,  that  we  should  build 
'  our  snips  in  these  yards,  upon  good  competition,  and  that  we  should 
make  tne  very  expensive  repairs,  where  it  is  practicalljr  reconstruc- 
tion, in  these  yards»  throwing  such  work  open  >o  competition,  for  the 
Eurpose  of  doing  just  what  England  has  done  in  the  past,  thereby 
uilding  up  our  resources  and  getting  the  benefit  of  them. 

Mr.  Dawson.  Doesn't  it  say  in  that  same  report  that  all  repairs 
are  more  economically  effected  in  the  royal  than  in  the  private 
dockyards  ? 

Secretary  Meyer.  It  does  state  that,  but  that  is  only  a  part  of 
the  report;  but  the  policy  is  what  I  am  driving  at,  that  England, 
having  now  got  all  these  shipyards  in  a  strong  financial  position, 
has  stren^hened  those  resources,  and  that  our  policy  would  seem 
to  be  a  wise  one  if  we  should  strengthen  our  resources  in  all  these 
shipyards  by  giving  them  all  the  work  we  properly  and  legitimately 
can. 

Mr.  Dawson.  If  a  portion  of  the  larger  refitting  work  were  done 
in  the  private  yards 

Secretary  Meyer.  I  should  not  use  the  word  "refitting;"  that,  of 
course,  should  be  done  in  the  yards;  I  mean  where  these  ships  are 
practically  being  reconstructed,  such  as  the  Indiana  and  the  Masses 
dmsetts. 

Mr.  Dawson.  Would  it  be  necessary  to  carry  the  principle  of  the 
military  organization  to  the  private  shipyards  to  do  this  work  for 
the  benefit  of  the  fleet  ? 

Secretary  Meyer.  Well,  I  do  not  think  we  could  expect  those 
shipbuilding  plants  to  reorganize  themselves,  to  do  it  in  such  a  way 
as  to  affect  their  organization,  with  regard  to  their  capital  and  their 
facility  to  work  rapidly. 
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Mr.  Dawson.  The  thing  that  I  can  not  quite  clearly  get  in  my  mind 
is  if  it  is  necessaiy  for  the  maintenance  of  the  fleet  that  Uie  na^- 
yards  should  be  conducted  on  a  military  basis,  wouldn't  that  same 
argument  necessarily  apply  to  a  private  shipyard  if  it  was  doing  the 
same  thing  for  the  same  fleet  1 

Secretary  Meyeb.  No;  I  do  not  feel  that  way.  The  object  of  the 
shipyards  is  to  make  money,  but, the  navy-yard  expects  to  get  the 
hignest  military  efficiency  as  economically  as  possible;  we  had  better 
not  have  a  navy  unless  we  are  going  to  have  military  efficiency.  Now, 
in  those  yards  we  have  to  have  marines  there,  we  have  stores,  we  have 
ordnance,  dry  docks,  vessels  coming  in  with  the  crews  and  bein^  put 
into  the  dry  dock,  and  there  is  miutary  repair  work  ^oing  on  tnere; 
it  would  be  pretty  hard  to  say,  ''So  far  shall  the  mihtaiy  go  and  so 
far  shall  it  stop.''  France  has  tried  it  and  it  has  resulted  in  great 
demoralization.  You  can  hardly  upset  an  oiganization  to  reconstruct 
a  vessel  and  give  an  order  that  in  one  case  it  shall  be  entirely  civil 
and  in  another  it  shall  be  entirely  military. 

Mr.  HoBSON.  Do  you  consider  that  the  efficiency  of  the  private 
shipyards  in  England  was  materiaUy  improved  by  this  temporary 
resort  to  them  in  the  past  ? 

Secretary  Meter.  Not  for  repairs,  but  I  think  the  great  building 
orders  which  they  had  in  England  materially  assisted  tne  upbuilding 
of  many  of  those  companies. 

Mr.  UoBSON.  But  tne  repairing  did  not  ? 

Secretary  Meyeb.  No,  sir.  In  our  country  there  is  repairing  work 
that  I  do  not  want  to  give  to  the  private  yards;  that  is,  mere  repair- 
ing. What  I  want  to  send  to  them  is  where  there  is  serious  and 
expensive  reconstruction. 

The  Chaibman.  I  want  to  say  in  that  connection  that  this  commit- 
tee has  never,  that  I  know  of,  recommended  the  building  of  a  ship 
in  a  navy-yard. 

Secretary  Meyeb.  I  do  not  mean  any  criticism  of  the  conmdttee; 
it  is  merely  a  policy. 

The  Chaibman.  I  understand;  but  the  statement  I  have  just  made 
expresses  the  past  views  of  the  committee.  The  committee  has  never 
recommended  that  a  ship  should  be  constructed  in  a  navy-yard; 
that  action  was  taken  in  tne  House. 

Secretary  Meyeb.  What  brought  the  matter  to  my  attention 
were  the  colliers;  that  we  could  get  a  collier  built  for  $882,000,  and 
we  can  not  get  a  collier  built  for  $1,400,000  in  a  navy-yard. 

Mi.  Loud.  With  the  feeling  that  we  have  in  this  room,  by  mem- 
bers of  the  committee,  that  we  have  already  more  navy-yards  than 
we  want,  wouldn't  this  policy  have  the  effect  of  adding  a  lot  of  private 
yards  in  addition  to  the  navy-yards  we  now  have  ? 

Secretary  Meyeb.  Whether  it  would  result  in  that  would  depend 
upon  the  amoimt  of  building.  I  do  not  believe  that  two  battle  ships 
a  year  and  two  or  three  coUiers  will  add  very  much  to  the  shipbuild- 
ing industry. 

Jrfr.  Loud.  I  did  not  mean  that. 

Secretary  Meyeb.  Perhaps  I  misunderstood  your  question. 

Mr.  Loud.  If  you  had  your  large  repairs  aone  in  private  yards 
wouldn't  that  result  in  carrying  a  lot  of  private  yards;  that  is,  main- 
taining them  for  the  repair  of  our  large  ships,  as  well  as  maintaining 
iJl  of  these  navy-yards  i    These  private  yards  would  be  added  to  the 
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large  list  of  navy-yarda  which  we  now  have  and  which  we  think  is 
already  too  large. 

Secretary  Meteb.  I  do  not  see  how  it  could  add  to  the  navy-yards. 
It  would  eive  less  work  to  the  navy-yards  and  therefore  reduce  the 
navT-yards,  I  think. 

Mr.  Roberts.  It  m^ht  tend  to  the  abolition  of  some  of  the  yards  ? 

Secretary  Meyer.   les,  sir. 

Mr.  Padgett.  In  connection  with  the  same  matter  you  were  speak- 
ing about  a  moment  ago,  in  the  fiscal  year  1903-4  the  British  Govern- 
ment set  apart  £722,000 

Secretary  Meyer.  In  one  case  about  $3,000,000 

Mr,  Padgett.  Just  for  repair  work,  and  in  1909-10  they  set  apart 
for  the  same  work  £90,000.  Now,  that  would  seem  to  indicate  that 
they  have  made  a  distinction  between  new  construction  and  extensive 
repair  work;  that  while  they  are  building  and  constructing  their  new 
work  in  the  private  yards  they  are  doing  their  reconstruction  or  large 
repair  work  m  their  own  navy-yards. 

Secretary  Me Ver.  Yes;  theyr  state  that.  I  do  not  know  whether 
they  are  doing  their  lai^e  repair  work,  but  they  are  doing  their  repair 
work;  they  state  that. 

Mr.  Padgett.  Do  you  recognize  any  essential  difference  between 
new  construction  in  a  private  vard  and  the  practicability  of  doing 
large  repair  work  in  private  yards  along  the  line  of  submittm^  definite 
plans  and  specifications  and  details  that  would  meet  the  requirements 
of  the  private  contractor  and  avoid  conflicts  and  disputes  as  to  what 
was  embraced  in  the  contract  and  what  was  not  included? 

Secretary  Meyer.  My  judgment  is  that  if  in  the  past,  in  these 
cases  where  ships  were  practically  reconstructed  and  almost  rebuilt, 
our  department  had  been  forced  to  go  into  the  question  very  thor- 
oughly, the  different  bureaus  making  a  report  to  some  individual  or 
to  some  board,  it  would  have  resulted  either  in  the  vessel  not  being 
reconstructed,  learning  beforehand  how  enormous  the  expense  was 
goin^  to  be,  or  it  would  have  had  the  effect  of  having  specifications 
carenilly  drawn,  and  it  would  have  been  necessary  to  go  mto  compe- 
tition, having  these  firms  compete  on  the  work  and  saving  money 
in  that  way;  I  think  it  would  have  been  a  practical  as  well  as  an 
economical  proposition. 

Mr.  Padgett.  Now,  on  the  Question  of  new  construction,  I  have 
always  stood  for  the  private  snipyards,  and  I  want  to  get  all  the 
light  I  can  and  ascertain  whether  there  are  any  differences  entering 
into  the  question  of  repair  work,  even  on  a  large  scale,  that  would 
differentiate  it  from  new  construction  ? 

Secretary  Meyer.  The  ordinary  repair  work  I  should  favor,  and 
believe  could  better  be  done  in  a  navy-yard,  but  if  a  vessel  is  going 
to  be  practically  reconstructed,  I  should  advocate  its  being  done 
outside,  because  it  would  force  such  thorough  specifications  that  the 
committee  and  Congress  would  be  in  a  position  to  know  just  what 
they  were  going  at,  and  then  in  case  they  wanted  to  rebuild  and  leave 
a  piece  of  a  keel  in  the  vessel,  as  has  been  done  in  the  past,  they  could 
put  it  out  to  the  lowest  bidder  and  get  the  work  done  for  the  lowest 
price. 

Mr.  Padgett.  Does  this  suggestion  enter  into  that  opinion,  that 
when  you  are  looking  at  the  smp  as  a  whole,  before  it  is  torn  apart 
and  taken  to  pieceS;  there  may  be  defects  not  observable  and  the 
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estimates,  plans,  and  specifications  submitted  and  the  contract  made, 
and  then  when  the  ship  is  torn  apart  and  exposed  lax^  substttntial 
defects  appear? 

Secretary  Meteb.  That  is  possible,  but  not  so  probable  in  ^teel 
construction  now;  it  was  very  probable  heretofore. 

Mr.  Thomas.  We  are  drifting  away  from  the  subject. 

The  Chairman.  I  think  we  had  better  let  the  Secretaiy  ccnnplete 
his  statement. 

Mr.  Thomas.  The  Secretai^^  tells  us  that  he  does  not  believe  in 
operating  our  navy-yards  as  industrial  plants  because  they  are  not 
for  the  purpose  of  making  money,  yet  he,  tells  us  how  these  private 
shipyards  are  managed,  and  he  is  going  to  recommend,  as  I  understand, 
the  same  plan  for  our  navy-yards. 

Secretarv  Meter.  Because  I  want  to  run  the  navy-rardfi  as 
economically  as  possible.  For  instance,  the  Indiana  and  Mas9Ch 
ehniaetts  have  been  practically  rebuilt  and  refitted  at  navy-yacrds  at  a 
very  large  expense.  This  expense  has  been  increased  by  the  fact  that 
it  has  been  carried  on  intermittently,  and  work  has  been  stopped 
when  other  ships  have  come  to  the  yard  for  repairs.  If  these  same 
jobs  had  been  let  by  contract  to  a  private  shipbuilding  establishment, 
the  ships  would  have  been  finished  long  ago,  and  I  think  safe  to  say, 
at  a  much  less  figure  than  it  has  cost.  It  is  perfectly  natural  for 
the  bureaus  concerned  to  want  to  do  all  this  work  at  navy^-yards  and  to 
be  able  to  make  changes  as  the  work  develops,  but  I  wish  to  have  it 
understood  that  while  I  want  our  navy-yards  to  have  such  work 
as  can  be  done  efficiently  and  economically,  I  am  primarily  interested 
in  getting  the  most  return  for  the  money  which  Congress  appropriates. 
I  want  good  business  results  for  the  Government,  the  same  return 
that  I  would  want  for  my  own  money  in  a  business  undertaking. 

And  right  here  I  might  say  to  the  committee  that  the  varioTB 
gentlemen  who  have  been  before  you  are  very  sincere  in  their  beliefs 
m  regard  to  how  things  should  l>e  done,  and  perhaps  in  the  feeling 
that  certain  bureaus  can  do  certain  work  better  than  another.  But  1 
want  you  to  understand  that  I  am  not  interested  in  any  one  bureau 
more  than  another,  and  I  am  trying  to  look  at  things  only  from  the 
broad  standpoint  of  the  man  who  has  the  final  responsibility  and 
who  is  certainly  more  disinterested  in  his  viewpoint  tnan  any  of  the 
individual  bureau  chiefs  could  possibly  be. 

As  bearing  on  this  matter,  I  want  to  give  a  few  extracts  from  a  re- 
port of  the  naval  attach^  at  Berlin,  dated  January  15,  1910,  in  which 
ne  described  the  interest  of  German  naval  officers  in  the  navy-yard 
plan  which  I  put  in  operation  on  December  1  last.     He  says: 

In  the  discussion,  at  which  I  was  present,  the  German  officers  had  >^j;ood  general 
understanding  of  the  reorganization  of  the  United  States  navy-yards.  Toey  'consider 
that  ours  and  their  system  are  in  principle  the  same,  the  commandant  and  the  Ober- 
Werft-Direktor  being  the  manager  and  coordinator,  responsible  for  aU  work  in  the  yard. 
As  differences  in  regard  to  the  distribution  of  work,  it  was  noted  that  they  have,  in 
addition  to  a  hull  and  machinery  division  the  same  as  ours,  an  ordnance  division 
(artillerie  ressort)  also,  comprising  ordnance  storehouses  ana  workshons.  Admiral 
von  Tirpitz  said  that  they  are  practically  obliged  to  have  separate  ordnance  shops 
on  account  of  their  great  dependence  on  bupp  m  ordnance  matters  and  in  the  manner 
in  which  they  have  some  ol  their  ordnance  repair  work  done  by  Krupp  men  in  dock- 
yard shops. 

Another  matter  in  which  much  interest  was  shown  was  in  die  accounting  system, 
which  in  our  service  is  all  done  by  one  corps  (excludin^g  the  final  auditing);  whereu 
in  the  German  navy,  as  well  as  in  the  army,  from  which  the  accounting  system  was 
adopted  for  the  navir ,  there  is  one  corps  of  paymasters  to  do  ^e  issuing  and  paying, 
and  another  corps  of  civilian  officials,  callea  intendanture  officials,  who  do  the  revit- 
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in^)  checking^  and  preliminary  auditing.  From  the  diacussion  that  took  place  over 
this  subiectfl  gathered  that  the  cumbersomeness  of  their  accounting  evstem,  which  is 
very  ola,  is  the  principal  cause  of  their  present  difficulties;  they  would  like  to  adopt 
tile  simpler  system  of  having  one  accounting  corps,  like  our  T&y  Corps,  but  the  large 
number  of  officials  that  would  be  affected  and  the  length  of  time  that  the  present 
system  has  been  in  force  are  two  obstacles  to  any  change  that  would  be  difficult  to 
overcome  before  the  Reichstag. 

It  is  somewhat  unfortunate  that  the  general  statement  was  made  to 
you  that  some  of  the  information  which  had  been  furnished  to  me  was 
maccurate  and  misleading,  and  that,  therefore^  some  of  the  state- 
ments were  based  on  erroneous  data.  While  this  may  reasonably  be 
taken  to  mean  the  question  of  cost  of  work — on  which  it  appears  that 
the  chief  constructor  and  the  engineer  in  chief  are  basing  opposite 
conclusions  on  entirely  different  data — I  think  it  possible  that  you  may 
be  misled  into  accepting  that  as  a  criticism  of  the  general  statements 
that  I  have  made.  I  want  to  reiterate  that  I  have  given  this  matter 
of  navy-yard  organization  and  shipbuilding  organization  considerable 
study,  and  that  the  statements  that  I  have  made  are  not  based  upon 
individual  information,  but  are  gathered  from  a  number  of  sources 
which  were  confirmatory  of  each  other.  I  do  not  want  the  committee 
to  be  confused  on  this  point  by  any  general  statement  that  I  have 
been  misled  in  my  information  ana  that,  therefore,  my  conclusions 
are  inaccurate.    The  facts  are  well  known  and  easily  obtained. 

In  regard  to  the  differences  in  opinion  between  the  Chief  Con- 
structor and  the  Engineer  in  Chief  as  to  cost  of  work,  the  committee 
is  now  in  a  position  to  judge  for  itself.  Whichever  one  is  right  in 
this  difference  of  opinion  is  not  so  material  to  my  mind  as  the  one 
clear  deduction  to  be  made  from  the  different  figures  presented  to  the 
committee  on  the  same  propositions,  and  that  deduction  you  gentle- 
men will  have  no  difficulty  m  seeing  as  well  as  I  do.  All  the  figures 
which  have  been  presented  have  come  from  the  navy-yards  where 
the  work  was  done.  The  work  was  done  by  the  naval  constructor- 
manager,  and  the  costs  were  made  up  and  furnished  by  him.  To  me' 
it  is  perfectly  clear  as  a  demonstration  of  the  necessity  of  the  separate 
cost-accounting  office  and  a  proper  system  of  cost  accounting.  In 
other  words,  as  I  said  before,  the  determination  of  the  cost  of  aU  work 
must  be  separated  from  the  man  who  does  the  work,  no  matter 
whether  ttiat  man  has  charge  of  hull  work  or  machinery  work. 

Another  important  point  to  remember  is  that  in  these  cases  of 
cost  of  work  given  by  the  engineer  in  chief  all  this  work  was  done 
under  his  bureau  by  the  naval  constructor  manager  and  paid  for  out 
of  the  appropriation  for  which  the  engineer  in  cmef  was  responsible. 
The  Newberry  plan  was  supposed  to  make  the  commandant  of  the 
navy-yard  the  direct  representative  of  all  the  bureaus,  and,  as  I 
understand  it,  under  him  the  single  manager  was  no  longer  the 
representative  of  the  Bureau  of  Construction  and  Repair,  but  was 
doing  work  impartially  for  all  the  bureaus.  The  singular  situation 
is  here  presented  of  the  figures  given  by  the  engineer  in  chief,  by 
which  he  keeps  track  of  the  expenditure  of  his  bureau's  money,  being 
disputed  by  the  chief  of  anomer  bureau  who  had,  under  the  New- 
berry plan,  absolutely  nothing  to  do  with  either  the  work  or  the 
expenditure  of  money;  in  fact,  had  no  responsibility  whatever  for  it. 

Mr.  HoBSON.  Are  the  figures  that  the  chief  constructor  reports 
his  figures  or  did  they  ori^nate  with  the  commandant !  I  ask  that 
merefy  because  I  have  not  nad  time  to  read  the  hearings. 
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Secretary  Meyeb.  As  I  understand  it,  they  came  from  the  nayy- 
yard. 

It  seems  to  me  dear  that  if  the  fibres  and  statements  of  the  chief 
constructor  were  correct,  it  would  demonstrate  that  the  bureau  re- 
sponsible for  the  expenditure  of  this  mone^  was  placed  in  a  very 
serious  position  through  not  being  supplied  with  accurate  information. 
It  appears  also  to  me  that  the  chief  constructor's  interest  in  this 
matter  only  lay  in  the  fact  that  the  manager  happened  to  be  a  naval 
constructor,  and  that  his  obtaining  information  in  regard  to  the 
expenditure  of  the  Bureau  of  Steam  Engineering  fimds  was  an 
assumption  of  authority  for  which  I  can  find  no  justification. 

In  regard  to  the  question  of  the  rifle  butts  at  League  Island,  an 
explanation  has  been  furnished  you  which  entirely  befogs  the  situa- 
tion. In  my  hearing  of  DecemBer  16  I  stated,  on  the  authority  of 
official  reports  from  the  civil  engineer  at  League  Island  and  on  per- 
sonal observation,  that  the  civil  engineer  haa  been  able  to  do  work 
on  these  rifle  butts  very  much  cheaper  than  the  naval  constructor 
had  done.  I  cited  this  case  to  show  the  unfamiliarity  of  the  naval 
constructor  with  that  class  of  work,  with  a  view  to  partially  demon- 
strating why  public  works  and  building  construction  should  be  under 
the  civil  engmeers.  I  will  quote  from  my  hearing  one  sentence, 
which  states  the  case  very  clearly: 

Leaving  out  material  and  taking  for  direct  comparison  the  actual  coet  per  linear 
loot  of  this  work,  it  appears  that  for  identical  work  the  coet  when  done  by  the  naval 
constructor  was  $68.36  per  foot,  while  the  civil  engineer's  work  cost  127.04  per  foot. 

The  civil  engineer  stated  to  me  personally  that  if  the  weather  was 
inauspicious  it  might  cost  a  little  more. 

I  will  append  to  this  hearing  a  letter  from  the  civil  engineer  at 
League  Island,  which  shows,  I  think,  the  correctness  of  his  previous 
statements  and  the  misleading  effect  of  the  explanations  of  tne  naval 
constructor  at  League  Island.  In  one  detail,  which  was  foreseen  by 
the  civil  engineer,  the  cost  of  completion  of  his  work  has  risen  a  little, 
and  the  actual  comparison  now  is  practically  $68  per  foot  for  the 
naval  constructor  and  about  $30  per  foot  for  the  civil  engineer.  I 
originally  stated  that  the  flrst  rifle  butts  cost  double  what  the  others 
did.  The  increase  for  completion  has  been  due  to  the  bad  winter 
weather  at  League  Island  and  was  mentioned  as  a  probability  by  the 
civil  engineer. 

Now,  there  is  another  case  which  I  am  going  to  cite,  because  it  is 
almost  amusing.  It  was  not  carried  out,  out  the  naval  constructor 
recommended  it;  but  the  civil  engineer  stepped  in  and  recommended 
another  way.  The  expenditure,  therefore,  did  not  take  place,  but  if 
it  had  been  carried  out  according  to  the  recommendation  there  would 
have  been  paid  about  $3,000  for  work  that  was  finally  done  for  $73. 
The  reason  the  difference  was  so  great  was  because  the  manager 
wished  to  make  considerable  changes  in  the  fire-protection  system, 
and  the  civil  engineer  said  the  same  results  could  be  accomplished 
by  the  use  of  adapters  at  a  small  cost.     (See  Appendix.) 

In  regard  to  the  matter  of  the  air  compressors  at  Boston  and  the 
matter  of  the  Dolphin  bulkhead,  I  have  looked  over  the  explanations 
given  and  I  don't  find  them  convincing.  As  far  as  the  large  error 
made  in  the  cost  of  the  air-compressor  job  at  Boston  is  concerned,  it 
has  been  shown  that  the  large  error  was  not  discovered  until  an 
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inTestigation  had  been  ordered.  This  is  item  8  of  the  chief  con- 
structor's appendices,  which  was  omitted.  I  will  append  it  to  make 
the  papers  complete. 

In  r^ard  to  the  Dolphin  bulkhead,  I  have  had  all  along  the  detailed 
explanation  of  Naval  Constructor  Baxter  in  regard  to  this  matter 
and  I  was  not  satisfied  with  it,  and  I  think  that  if  any  member  of 
this  committee  owned  the  Dolphin  and  wanted  to  move  a  small  bulk- 
head such  as  this  was  he  would  not  feel  much  like  paying  the  price 
which  the  Government  was  charged  for  this  small  joo. 

Now,  I  want  to  take  up  the  question  of  the  proposed  plan  of  the 
division  of  the  work  between  the  Bureaus  of  Construction  and  Repair, 
Enmneerin^,  and  Equipment. 

The  Chi^  Constructor  of  the  Navy,  in  his  hearing  before  the  com- 
mittee, has  told  the  committee  in  a  vague  way  that  considerable  ma- 
chinery is  intended  to  be  taken  from  his  bureau  and  ^iven  to  the 
Bureau  of  Steam  Engineering,  and  has  mentioned  as  pnncipal  items 
steering  engines  and  olowers,  steam  steering  engines,  and  wmdlasses, 
etc.  As  I  understand  it,  these  machines  are  comparatively  insi^ifi- 
cant  in  value  and  the  total  amount  in  the  pending  biU  of  machinery 
of  this  character  which  will  be  taken  from  tne  Bureau  of  Construction 
and  Repair  is  $275,000.  This  is  not  a  very  large  sum  and  appears  to 
be  important  only  because  the  Chief  Constructor  desires  aU  electrical 
machmery  to  go  to  his  bureau.  In  the  changes  in  duties  which  I  wish 
to  make,  the  Bureau  of  Construction  gains  about  $1,110,000  and  loses 
this  small  suin  of  $275,000.  The  net  gain,  therefore,  to  the  Bureau 
of  Construction  is  about  $880,000. 

Mr.  HoBSON.  Do  I  understand  that  the  wish  is  that  the  Secretary 
finish  before  questions  are  asked  ? 

The  Chairman.  Yes. 

Secretary  Meyer.  The  division  of  duties  made  in  accordance 
with  this  plan  is  entirely  logical  and  common  sense,  and  is  the  same 
as  is  made  in  England  and  in  commercial  steamship  lines,  where 
the  dynamos  and  other  electrical  machinery  are  always  under  the 
engineers.  It  must  be  perfectly  plain  that  we  are  tending  toward 
electric  propulsion  and  toward  gas  propulsion  for  large  vessels,  and 
it  is  only  a  question  of  time  when  this  will  come.  I  have  now  under 
consideration  an  electric  propulsion  device  for  lar^e  vessels  which 
is  guaranteed  by  one  of  our  largest  electric  companies.  So  intimate 
is  the  connection  of  electric  machines  with  motive  power  that  in  order 
to  get  eflBcient  results  it  is  necessary  to  have  electrical  machinery 
under  the  same  bureau  which  has  the  motive  power.  This  is  another 
reason  why,  sooner  or  later,  the  electric  machineiy  in  the  Bureau  of 
Eouipment  must  ultimately  go  to  the  Bureau  of  Steam  Engineering. 

The  small  electric  motors  for  driving  the  ventilating  blowers,  the 
small  engines  for  steering  purposes  and  for  driving  windlasses^  are  aU 
commercial  articles  with  a  given  power  and  furnished  on  specifications 
made  at  present  by  the  Bureau  of  Construction.  It  is  clear  in  my 
mind  that  far  from  complicating  the  design  of  these  small  pieces  of 
machinery  by  transferring  them  to  the  Bureau  of  Steam  Engineering 
their  construction  will  be  improved  by  such  transfer.  Not  only  will 
the  design  be  improved,  but  the  steam  steering  engines  will  probably 
be  moved  to  the  engine  rooms  of  our  ships,  where  they  will  fee  better 
protected  and  where  their  location  will  obviate  a  very  long  line  of 
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steam'  pipe.  This  will  conduce  to  both  efficiency,  and  economy. 
Another  strong  point  is  that  after  bein^  put  in  place  these  small 
engines  must  run  and  be  kept  in  order  for  the  lifetime  of  the  ship, 
some  twenty  years,  and  greater  efficiency  will  result  by  having  the 
chief  engineer  of  tne  ship  in  charge  of  and  responsible  for  all  this 
machinery.  As  it  is  now,  the  responsibility  is  on  the  executive  officer 
and  the  carpenter,  while  any  actual  repairs  or  overhauling  are  always 
done  by  the  chief  engineer.  The  Bureau  of  Steam  Engineering  now 
runs  the  piping,  furnishes  the  steam,  and  should  largely  make  the 
requirements  for  the  steam  engines  of  this  character,  for  the  chief 
engineer  is  responsible  for  the  steam  and  for  maintaining  the  engine 
in  efficient  condition.  In  regard  to  the  electric  motors  now  under  the 
Bureau  of  Construction,  they  are  exactly  in  the  same  cat^ory  as  those 
now  under  the  Bureau  of  Ordnance.  1* he  Bureau  of  Oronance  trans- 
fers a  great  many  electric  motors  and  other  electrical  machinery  to  the 
Bureau  of  Steam  Engineering  under  the  new  plan.  It  is  smaply  a 
logical  grouping. 

As  the  system  stands  now,  we  have  the  Bureau  of  Equipment  in 
charge  of  the  largest  amount  of  electrical  machinery;  we  nave  the 
Bureau  of  Ordnance  with  a  large  amount  of  electricad  machinery  for 
ordnance  purposes,  and  we  have  the  Bureau  of  Construction  in  charge 
of  a  smaller  amount  for  ventilation  and  other  purposes,  and  we  have 
also  the  Engineering  Bureau  in  charge  of  an  increasing  number  of 
electric  motors,  increasing  as  it  becomes  advantageous  to  use  elec- 
tricity in  more  engineering  auxiUaries.  Electrical  and  steam  engi- 
neering are  so  closely  allied  and  interwoven  that  the  transfer  of  all 
this  machinery  to  one  bureau  will  be  a  marked  advantage  in  economy 
and  in  admimstration. 

Appropos  of  the  complaint  of  the  chief  constructor  that  something 
is  t£^en  from  his  bureau,  I  wish  to  call  your  attention  to  the  fact  that 
in  the  present  appropriation  bill  of  1910  the  total  amount  of  money, 
exclusive  of  ^'Increase  of  the  navy,"  appropriated  under  the  Bureau 
of  Construction  and  Repair  is  $9,128,144,  and  that  the  appropriation 
under  the  Bureau  of  Steam  Engineering  is  $6,838,188.  Induding 
the  changes  in  duties  which  I  desire  to  make — due  to  the  desire  to 
abolish  Uie  Bureau  of  Equipment— the  total  estimates  under  the 
Bureau  of  Construction  and  Repair  for  the  year  1911  amoimt  to 
$9,660,644,  and  under  the  Bureau  of  Steam  Engineering  amount  to 
$9,081,300,  showing  nearly  $600,000  more  to  the  Bureau  of  Con- 
struction. It  will  thus  be  seen  that  these  two  big  material  bureaus  will 
be  about  equal  in  importance — the  Bureau  of  Construction  having  a 
-4ittle  more. 

There  is  no  doubt  in  my  mind  that  the  electrical  machinery  of  all 
kinds  should  be  in  the  Bureau  of  Steam  Engineering.  In  the  past  the 
Bureau  of  Construction  has  bought,  inspected,  and  installed  such 
small  amount  of  electrical  and  steam  machinery  as  came  imder  that 
bureau,  and  their  connection  with  it  has  then  ceased.  The  officers 
who  go  to  sea  and  handle  and  keep  in  repair  these  machines  have  then 
taken  charge  of  it. 

I  would  like  to  refer  to  conunandants  at  navy-yards.  The  division 
of  duties  at  navy-vards  into  hull  and  machinery  provides  for  each 
officers  with  special  qualifications  in  the  two  kinds  of  technical  work, 
and  will  place  on  them  definite  responsibilitv  for  the  efficient  per- 
formance of  their  work.    While  the  commandants  of  the  navy-yards 
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should  and  will,  with  the  selections  which  I  purpose  making,  have  a 
certain  amount  of  technical  knowledge  and  experienbe,  their  position 
as  general  manager  of  the  manufacturing  department  of  the  navy- 
yard  will  not  reouire  them  to  interfere  in  tne  details  of  the  work  of  the 
two  divisions.  They  will  be  in  general  administrative  charge,  and  the 
requirements  of  theu*  position  will  call  for  high  executive  qualities  of 
administration  rather  than  expert  technical  abilities.  In  fact,  thev 
should  and  wiU  be  selected  mamly  for  those  qualities  of  executive  ad.- 
ministrative  ability.  A  highly  trained  technical  man  placed  in  gen- 
eral charge  of  a  big  estabfismnent  of  diverse  trades  of  divisions  of 
work  would  be  very  apt  to  see  things  from  the  narrow  standpoint  of 
the  work  with  whicn  he  himself  was  most  familiar,  and  he  would  thus 
be  prevented  from  taking  the  broad  coordinating  view  which  is  neces- 
sary in  a  general  manager. 

1  am  sorry  now  that  I  did  not  call  the  commandant  the  superin-* 
tendent  of  the  manufacturing  and  repair  divisions.  Each  of  these 
divisions  has  its  manager,  and  the  name  general  manager  for  the 
commandant  may  lead  to  the  supposition  tnat  he  is  the  manager  of 
details  in  these  two  divisions.  He  is  more  the  general  superin- 
tendent or  supervisor,  and  must  not  be,  if  he  is  to  be  successful,  con- 
cerned with  aetails.  ^  For  them  and  for  the  management  of  the  hull 
and  machinery  divisions  he  should  rely  on  the  managers  of  these  two 
divisions. 

I  consider  that  the  Newberry  plan  was  in  error  in  giving  to  one 
class  of  technical  officers  manirold  duties,  with  ordnance  work, 
steam  engineering  work,  and  civil  engineers'  work,  entirely  outside 
of  the  limits  of  their  own  specialty  and  their  own  education  and 
training.  This  plan  also  gave  them  a  general  direction  of  all  navy- 
yard  enort,  which  was  beyond  the  province  of  any  technician. 

In  a  statement  of  admiralty  policy,  dated  1905, 1  find  the  following: 

It  is  eesential  that  naval  officers  of  hiffh  rank  should  be  in  chane  of  the  dockyards 
BB  superintendents,  since  the  service  anoat  is  so  much  concemea.  Their  authority 
as  representatives  of  the  admiralty  must  be  supreme,  but  their  functions  should  be 
mainly  general  direction  and  supervision,  leaving  the  management  to  the  heads  of 
departments,  and  holding  the  latter  personally  responsible  to  them  for  the  conduct  of 
the  business  of  the  depu^tments  throughout.  The  admiral-superintendent  will  be  to 
these  officers  in  tiie  position  of  owner  (acting  on  behalf  of  the  admiralty),  to  whom  the 
managers  will  be  immediately  responsible,  and  he  will  be  constantly  referred  to  in 
every  matter  of  importance,  and  will  issue  all  orders  for  work  to  be  undertaken.  There 
will  be  no  iessenii^^  whatever  of  the  position  and  responsibility  of  the  admiral-super- 
intendent by  constituting  these  two  officers  managers  of  their  departments.  It  will 
merely  give  them  powers  for  Uie  exercise  of  which  they  will  be  responsible  to  the 
superintendent,  and  which  are  absolutely  essential  to  good  administration. 

I  find  these  general  principles  of  administration,  on  which  mv 
mind  is  clearly  settled,  are  in  effect  in  England  and  Oermany,  and, 
in  fact,  in  all  naval  countries  of  any  consequence,  except  France, 
and  they  are  based  on  the  principle  that  to  exclude  the  military 
officer,  who  must  handle  the  machinery  of  compUcated  battle  ships, 
from  a  voice  in  their  design  and  preparation  lor  use  would  be  ais- 
astrous.  I  have  heretofore  refrained  from  mentioning  the  French 
policy,  because  I  do  not  wish  to  criticise,  but  their  system  has  been 
referred  to  by  the  Chief  Constructor,  when  he  says,  on  page  442,  of  his 
hearing — 

In  the  French  dockyards  the  mechanical  duties  are  in  charge  of  officers  of  the  corps 
of  naval  constructors. 
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The  chief  constructor's  statement  is  true.  The  French  naval 
administration  and  their  dockyards  are  practically  in  the  hands  of 
French  naval  constructors  and  other  civilians,  men  of  the  highest 
theoretical  attainments,  who  have  led  in  designs  for  war  ships  for 
many  years.  Unfortunateljr,  however,  the  practical  building  and 
outfitting  of  their  vessels  with  boilers  and  guns  and  powder,  from 
which  the  French  naval  officers  who  go  to  sea  have  oeen  entirely 
excluded,  has  not  been  of  the  same  exceflent  character  as  the  theoreti- 
cal designs  of  these  gentlemen.  The  numerous  disasters  to  boilers 
and  guns  in  the  French  service  and  the  failures  of  their  recent  ships 
to  come  up  to  the  expected  requirements  have  led  recently  to  an 
investigating  commission  and  to  much  anxious  inquiry  on  the  part 
of  the  French  people.  They  have  since  gone  to  the  extremity  of 
appointing  an  adnural  as  secretary  of  the  navy.  In  the  meantune, 
while  this  state  of  affairs  has  been  going  on,  the  French  navy  has 
dropped  from  second  to  fifth  place  among  the  nations,  and  its  con- 
dition is  a  cause  of  grave  concern  to  its  government  and  people.  This 
condition,  it  is  generally  conceded,  is  directly  caused  by  the  exclusion 
of  seagoing  officers  from  any  participation  in  the  preparation  of  their 
fleet  for  war. 

Now,  the  matter  of  auxiliary  machinery. 

In  answer  as  to  what  else  has  been  taken  from  the  Bureau  of  Con- 
struction and  Repair  under  the  proposed  rearrangement,  the  chief 
constructor  said  (p.  410) : 

The  above  noted  are  the  principal  items.  They  include  steam  steerere,  pneumatic 
steerers,  windlasses,  and  auxiliary  machinery  in  general;  all  electrical  apparatus, 
heretofore  under  the  Bureau  of  Construction  and  Repair,  improvements  in  construc- 
tion plants  at  navy-yards,  and  jurisdiction  of  ship  keepers.  The  principal  difficulty 
in  connection  with  the  transfer  of  auxiliary  machinery  of  this  chuacter  is  in  comph- 
eating  the  design  and  installation  of  systems.  *  *  *  Under  present  conditions 
one  bureau  has  definite  and  full  responsibility  for  the  installation  of  the  system  as  a 
whole.  Under  the  proposed  system  the  responsibility  would  be  divided  between  two 
bureaus  and  two  yard  departments.    ♦    ♦    ♦ 

It  is  not  correct  to  say,  as  stated  by  Mr.  Capps,  that  "under  pres- 
ent conditions  one  bureau  has  definite  and  full  responsibility  for  the 
installation  of  the  s^rstem  as  a  whole."  This  is  not  true  of  any  mate- 
rial part  of  a  ship,  its  machinery  or  battery,  since  no  '*  system  as  a 
whole"  is  completely  designed,  furnished,  and  installed  by  one  bureau. 
Questions  of  design,  location,  installation,  and  suppJiy  of  power  all 
enter,  and  in  no  essential  part  of  a  ship  are  these  now  all  in  the  hands 
of  one  bureau.  Under  tne  proposed  system  tliis  condition  will  be 
more  nearly  attained,  since  all  power  will  be  under  the  Bureau  of 
Steam  Engineering. 

In  answer  to  a  question  as  to  what  else  it  is  suggested  to  take  from 
the  Bureau  of  Construction  and  Repair,  he  said  (p.  411): 

These  auxiliaries  are  the  principal  items  and,  as  noted,  include  a  very  large  number 
of  electric  auxiliaries,  such  as  boat-crane  winches,  turret-turning  motors,  deck  winches 
in  general,  venti.lating-fan  motors,  anmiunition-hoist  motors  not  in  turrets,  and  various 
other  auxiliaries  of  that  character,  as  is  fully  set  forth  in  an  appendix  to  the  report 
of  December  31. 

We  have,  for  many  years,  had  electrical  machinery  divided  among 
three  bureaus,  viz.  Ordnance,  Equipment,  and  Construction  and 
Repair.  It  is  manifestly  in  the  interests  oi  econonay  and  efficiency 
to  nave  it  handled  entirely  by  one  bureau,  and  efforts  have  been 
made  from  time  to  time  to  put  it  all  under  Equipment,  but  this 
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transfer  has  been  met  with  the  opposition  of  the  bureaus  of  Con- 
struction and  Repair  and  Ordnance.  If  Equipment  is  to  be  abol* 
ished  the  most  lo^cal  transfer  of  its  electrical  work  is  to  Steam 
Engineering,  and  the  consolidation  under  that  bureau  of  all  electrical 
machinery  is  most  natural. 

The  transfer  of  steam  auxiliaries  to  the  Bureau  of  Steam  Engi- 
neering is  plainly  logical  and  in  the  interests  of  economical  adminis- 
tration. 

In  neither  case  would  the  correspondence  and  division  of  cognizance 
be  so  great  as  would  result  from  having  under  the  several  bureaus 
the  auxiliary  machinery  they  now  have. 

As  to  steering  and  capstan  engines,  they  are  simply  steam  engines 
which  have  supplanted  manual  power  on  board  ship,  just  as  the  main 
engines  have  supplanted  sails  for  propulsion.  There  is  no  reason 
why  they  should  not  be  supphed  by  the  Bureau  of  Steam  Engineering 
in  the  same  manner  as  are  steam  pumps,  ash  hoists,  and  all  other 
auxiliary  machinery  in  connection  with  the  motive  power  now  on 
board  ship.  For  many  years  it  has  been  the  custom  to  have  the 
steering  engine  as  near  the  tiller  as  possible,  thus  necessitating  leading 
the  steam  piping  long  distances,  >^^th  corresponding  loss  of  efficiency 
and,  in  many  of  the  smaller  ships,  making  the  quarters  aft  most 
uncomfortable  when  in  the  Tropics.  This  was  the  location  fixed 
upon  by  the  nonseagoing  branch. 

The  present  reflations  hold  a  number  of  officers  respSnsible  for 
the  proper  functioning  of  these  various  engines,  whicn,  in  itself, 
brings  about  a  division  of  responsibihty.  In  the  British  navj  the 
engineer  officer  of  a  ship  is  responsible  for  all  the  steam  auxiliaries, 
including  air  compressors  and  electric  generating  plant. 

As  a  matter  of  fact,  in  the  cruise  of  the  fleet  around  the  world  the 
auxiliaries  which  caused  by  far  the  most  delays  to  the  fleet  were  the 
steering  engines,  and  they  were  also  the  most  severely  criticised  for 
extravagance  in  steam  consumption. 

To  state  that  the  Bureau  of  Steam  Engineering  is  not  best  qualified 
for  the  cognizance  of  this  machinery  is  to  argue  that  in  the  broad 
field  of  steam  eiigineering  it  is  lacking  in  ability  as  compared  with 
another  corps.  This  argument  is  answered  by  the  present  splendid 
efficiency  or  the  fleet  as  regards  its  machinery,  evidenced  by  the 
world  cruise,  and  emphasized  by  the  recent  full-power  trials  of  the 
fleet  off  Guantanamo,  in  which  most  of  the  vessels  exceeded  their 
contract  speeds,  and  several  their  trial  speeds,  imder  service  condi- 
tions, with  displacements  considerably  greater  than  on  their  contract 
trial  .  I  believe  that  I  can  safely  state  that  in  no  other  naval  service 
has  such  a  demonstration  of  engineering  efficiency  been  made. 

In  Appendix  No.  1,  page  473,  the  chief  constructor  states: 

From  time  to  time  in  the  pMt  twenty  years,  the  department  has  itself  reco^ized 
the  great  advantage  to  be  derived  from  concentrating  authority  and  responsibility 
when  dealing  with  mechanical  matters,  one  of  the  most  notable  cases  of  this  idnd  being 
that  in  connection  with  the  first  introduction,  on  a  large  scale,  of  electric  power  on 
naval  vessels.  This  was  the  case  of  the  Kearsarge  and  the  Kentucky ^  in  which  the 
responsibilitv  for  the  whole  electric  installation,  including  dynamos,  wiring,  and  all 
electric  auxiliaries,  was  placed  with  the  Bureau  of  Construction  and  Repair,  although 
the  Bureau  of  Equipment  had  previously  been  charged  with  certain  electric  work  on 
board  naval  vessels.    ♦    ♦    « 

This  statement  is  only  true  in  part.  The  entire  responsibility  was 
not  with  the  Bureau  of  Constructioii  and  Repair,  and  the  plant  waa 
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designed  and  constructed  by  the  General  Electric  Company,  and  a 
former  officer  of  the  line,  who  had  resigned  some  time  preTiouelY, 
had  a  considerable  share  in  the  working  out  of  this  plant  as  a  whole. 
The  company,  moreover,  gave  a  bond  as  a  guaranty  in  this  matter 
of  turret  turning. 

The  only  experience  of  the  constructor  with  electrical  and  me- 
chanical apparatus  is  in  installing  them,  and  few,  if  any,  of  them 
have  they  aesigned.  They  are  purchased  from  the  manufacturers, 
and  beyond  a  short  trial  to  see  that  they  are  in  running  order  he 
never  sees  them  in  operation  under  service  conditions. 

Improvements  in  electrical  auxiliaries  are  the  direct  result  of  the 
knowledge  and  experience  of  the  line  officers  who  have  had  charge  of 
them,  and  if  the  present  electric  equipment  within  the  dynamo  rooms 
and  machinery  compartments  can  be  properly  supplied  by  hne  officers 
they  certainly  should  be  equally  competent  to  provide  the  electric 
machinery  outside  those  compartments. 

In  fact,  the  electrical  equipment  has  been  brought  to  its  present 
state  by  line  officers. 

In  tms  same  Appendix  No.  1,  pages  469  and  470,  Mr.  Capps  devotes 
considerable  space  to  the  question  of  study  and  schooUng  of  the  con- 
structor, but  it  is  a  well-known  fact  that  there  is  a  vast  difference 
between  schooling  and  practical  education  or  experience  in  ma- 
chinery. If  we  count  the  experience  of  the  line  officers  gained  by 
operating  the  machinery  in  the  ship  while  the  coi&structor  is  pursuing 
BA  advanced  theoretical  course,  the  constructor  has  not  as  good  an 
equipment  for  design  as  the  line  officer. 

In  neither  Great  Britain,  Italy,  France,  or  Germany  do  the  con- 
structors have  anything  to  do  with  design  or  cognizance  of  any  aux- 
iliiEbrV  or  electrical  mac^nery. 

The  fact  that  France  and  Italy  do  not  combine  the  duties  of  the 
navnl  architect  and  the  marine  engineer,  as  is  attempted  or  advo- 
cated by  the  naval  constructors  of  our  service,  would  seem  to  be  a  good 
l^rgument  f^ainst  combining  the  duties  of  the  constructor  and  the 
engineer.  Some  of  the  European  governments  give  both  the  same  or 
nearly  the  same  education,  but  when  they  come  to  apply  this  educa^ 
tion  they  separate  them  into  distinct  classes  forever  afterwards. 

Experience  has  shown  that  Great  Britain  and  Germuiy  lead  all 
other  foreign  countries  in  designing  ships  and  machinery;  and  their 
system  is  more  nearly  like  our  proposed  plan  than  are  those  of 
tne  otiier  countries  mentioned. 

I  hold — and  experience  has  demonstrated  the  fact — that  the  alter- 
nation of  sea  and  shore  duty  produces  the  very  best  designers  of 
machinery.  This  was  fully  exemplified  in  the  cruise  of  the  battle- 
ship fleet  around  the  world,  which  nowhere  provoked  sKfch  unstinted 
praise  of  both  design  and  operation  of  the  machinery  as  it  did  in  the 
Mediterranean,  where  the  fleet  met  the  vessels  of.  Great  Britain, 
France,  and  Italy.  The  papers  of  these  countries  were  unstinted  in 
praise  of  our  machinery. 

It  is  not  beyond  our  conception  that  the  day  may  cqme  when  all 
our  machinery — the  main  as  well  as  the  auxiliary — will  be  elec- 
taically  driven.  It  would  be  the  height  of  folly  to  put  the  main 
engines  under  the  cognizance  of  a  bureau  whose  sole  concern  with 
th^  is  th^  installation  only;  and  yet  there  would  be  just  as  good 
reason  for  doing  this  vk  the  eabe  of  the  main  eilgi&es  as  of  iMauidliaries. 
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If  tbore  is  time  for  the  constructor  to  devote  so  much  a..ttention 
to  engineering,  there  is  only  one  conclusion— there  are  too  nciftny  con- 
structors. Trie  personnel  bill  provided  that  line  officers  should  look 
out  for  the  machinery,  and  they  have  done  so  in  a  most  satisfactory 
manner. 

ConsoUdation  of  all  machinery  is  advocated  by  the  chief  constructor, 
provided  it  be  placed  under  him.  If  consolidation  of  machinery 
18  good,  it  shoula  surely  work  better  under  a  bureau  whose  duty  is 
not  only  the  design  and  installation  of  machinery,  but  also  the  midnte- 
nance  and  operation  of  it,  all  done  by  the  same  officers.  There  is  no 
more  reason  why  auxiliary  machinery  in  the  navy  should  be  put 
under  a  naval  consUuctor  than  th^e  is  in  shipbuilding  estabhsh- 
ments  the  world  over.  In  all  private  shipbuilding  yards  there  is  a 
machinery  division  and  a  hull  division,  each  of  which  controls  the 
matters  suggested  by  the  names  of  their  divisions.  In  foreign  navies 
also  the  same  division  of  duties  obtains;  naval  constructors  or  archi- 
tects are  concerned  onlj  with  the  statical  questions  arising  in  the 
desijgn  of  the  ship,  while  the  dynamical  ones  are  handled  by  the 
engineers. 

The  fact  that  a  naval  constructor's  duties  are  continuous  would 
appear  to  be  an  advantage,  but  the  experience  of  our  service  in  our 
electric  plants,  our  ordnance,  and  our  machinery  is  that  the  officer 
who  goes  to  sea  and  wrestles  with  the  machines  confided  to  his  care 
comes  back  a  much  mwe  valuable  officer  and  competent  designer  than 
when  he  started.  It  is  not  unreasonable  to  suppose  that  if  all 
auxiliary  machinery  were  turned  over  to  line  officers  much  desired 
improvement  would  result  in  those  auxiliaries  which  are  now  under 
Construction  and  Repair. 

Appendix  C,  page  493,  is  a  table  of  power-operated  auxiliary 
macnmery  of  1  norsepower  and  above  outside  the  machinery  and 
distiller  spaces  on  the  flagship  Connecticut, 

It  will  oe  noted  that  SH  Steam  Engineering  auxiliaries  listed  are, 
restricted  to  those  outside  the  machinery  spaces,  which,  of  course 
makes  the  Steam  Engineering  auxiliaries  appear  small. 

However,  taking  these  figures,  it  appears  that  the  auxiliaries  con- 
trolled by  Ime  bureaus,  outside  propelling  machinery  spaces,  amounts 
to— 

Indicated 
horsepowtr. 

Equipment 1, 473 

Oninance 676 

Steam  Engineering S8 

Total 2,137 

Construction  and  Repair 1, 754 

Thus  55  per  cent  of  these  auxiliaries  are  now  under  the  cognizance 
of  Une  bureaus,  and  in  actual  service  all  are  maintained  m  good 
working  condition  by  line  officers. 

The  chief  constructor  says,  at  bottom  of  page  412: 

The  commandants  were  given  absolute  control  of  all  the  operations  in  the  navy- 
yards.  *  *  *  Specialists  in  chaise  of  departments  were  made  inspectors  of  work 
with  full  authority. 

And  on  page  454: 

Under  the  Newberry  plan  the  commandant  was  given  absolute  control  of  every 
activity  in  the  ^ard.  •  •  ♦  The  regulations  permitted  perfunctory  orders,  and 
erdeiB  m  ext^isioB  <A  those  ak^ady  given  to  go  otfaight  to  the  manager. 
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Tlie  commandant's  control  under  the  Newberry  scheme  would  have 
been  as  complete  as  it  was  intended  to  be  except  for  two  things — the 
changes  which  were  made  by  which  correspondence  of  an  important 
character  did  not  go  through  his  office,  and  the  limitations  of  the 
duties  of  inspectors  imder  the  Newberry  scheme,  which  followed 
almost  immediately  the  original  orders  in  most  of  the  nayy-yards. 
Both  these  conditions,  by  limiting  the  commandant's  familiarity  with 
work  in  progress,  greatly  restricted  his  intelligent  action.  The 
inspectors  were  his  eyes  m  the  shops,  in  the  drafting  room,  and  on 
board  ships  under  repair,  but  their  usefulness  was  restrictea  by  the 
order  of  February  18,  which  I  give  later. 

It  has  been  stated  that  the  inspectors  at  the  navy-yards  had  ''full 
authority  to  bring  to  the  attention  of  the  commandant  or  the  naval 
constructor-manager,  and  even  to  the  foremen,  as  to  any  irregularities 
in  work  or  of  any  unsatisfactory  work." 

The  memorandtim  for  commandants,  dated  February  18,  1909, 
issued  by  the  Navy  Department,  read  in  part  as  follows: 

To  dispel  any  misapprehension  which  may  exist  as  to  the  division  of  responsibility 
in  connection  with  worlc,  attention  is  called  to  the  self-evident  fects  that  manufacture 
must  precede  inspection,  that  inspecton  are  not  referred  to  until  manu&cture  has 
either  been  commenced  or  completed,  and  that  to  cripple  the  manufacturing  depart- 
ment while  maintaining  a  large  inspecting  staff  is  both  indefensible  in  itself  and 
contrary  to  the  department's  policy. 

In  other  words,  the  inspectors,  who,  like  the  engineer  officer  or  the 
ordnance  officer,  were  men  of  long  experience  and  technical  skill,  were 
not  allowed  to  pass  on  the  design  before  the  work  began  or  to  have  any 
hand  in  the  plan  on  which  the  work  was  pursued.  But  they  might, 
after  the  work  was  begun,  invite  attention  to  errors,  or  perhaps  an 
improvement  in  design,  and  if  the  changes  were  considered  gooa  that 
meant  increased  cost.  This  order  practically  precluded  the  inspectors 
being  useful  and  didn't  take  advantage  of  tneir  knowledge  and  expe- 
rience. It  appears  rather  to  have  had  the  effect  of  excluding  them 
from  giving  the  work  the  benefit  of  their  knowledge,  and  is  in  marked 
contrast  with  the  inspections  and  methods  of  superintending  con- 
structors at  private  shipbuilding  works,  and,  in  fact,  of  all  inspectors 
who  really  inspect,  where  no  piece  of  work  is  begun  until  the  plans  for 
it  and  the  general  methods  to  be  followed  have  been  approved  by  the 
inspector.  . 

On  page  454  the  chief  constructor  says: 

Under  the  Newberry  plan  the  commandant  was  ^ven  absolute  control  of  every 
activity  in  the  yard;  tne  bureaus  in  Washington  which  had  work  under  their  cogni- 
zance to  be  done  issued  their  orders  directly  to  the  commandant,  who  carried  them 
out.  ♦  ♦  ♦  The  regulations  permitted  perfunctory  orders  and  orders  in  exten- 
sion of  those  already  ^iven  to  go  straight  to  the  manager,  but  wherever  there  was 
any  doubt,  the  orders  m  the  Bureau  of  Construction  were  to  send  all  such  commun- 
ications direct  to  the  commandant. 

The  regulations  referred  to  read  as  follows: 

1507 .  (2)  Purely  formal  or  perfunctory  letters  emanating  from  or  intended  for  bureaus 
or  yard  aepartments  or  inspectors,  also  letters  of  a  purely  technical  character,  which 
require  no  consideration  or  action  by  the  commandant,  shall  be  addressed  to  the 
official  concerned  and  sent  direct  to  him    *    *    *. 

1507.  (7)  The  bureaus  may  communicate  direct  with  heads  of  departments  and 
inspectors  at  a  navy-yard  on  matters  duly  authorized  and  of  which  the  commandant 
has  knowledge. 

The  situation  existing  under  these  regulations  was  that  the  com- 
mandant, emphatically  pronoimced  by  departmental  orders  to  be  the 
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sole  representative  at  the  yard  of  all  bureaus  and  responsible  for 
everything  connected  with  the  yard,  could  not  be  the  judge  of  what 
matters  he  should  or  should  not  take  cognizance  of;  practically  the 
whole  discretion  in  this  matter  was  committed  to  others — to  the 
bureaus  and  to  the  heads  of  departments  and  inspectors,  his  subordi- 
nates. The  chief  constructor  states  that  orders  were  given  in  his 
bureau  that  in  case  of  doubt  correspondence  was  to  be  forwarded 
through  the  commandant,  but  radical  differences  of  opinion  might 
exist  between  the  person  resolving  this  doubt  and  the  commandant. 
Moreover,  it  will  be  noted  that  correspondence  of  a  *' purely  technical 
nature"  passed  aroimd  the  command^t,  not  through  him. 

With  eight  bureaus  exercising  their  discretion  as  to  what  orders 
they  mi^ht  and  might  not  transmit  through  him,  the  commandant 
was  hardly  in  full  control  of  every  activity  of  the  yard. 

Under  the  regulations  as  they  stand  to-day,  while  the  two  para- 
graphs quoted  above  have  not  been  expHcitlv  revoked,  the  com- 
mandant is  the  general  manager  of  the  manufacturing  department 
and  is  the  head  of  that  department^  the  bureaus  can  not  correspond 
direct  with  the  heads  of  the  divisions  of  hull  and  machinery,  but 
address  the  commandant. 

Now,  I  think  the  impression  seems  to  have  gotten  among  the  com- 
mittee, or  some  of  the  conmiittee,  possibly,  that  the  Sperry  Board 
was  appointed  to  consider  the  Newberry  plan  and  possibly  change  it. 
I  want  to  say  relative  to  the  appointment  of  the  Sperry  Board,  and 
the  allegation  that  such  action  was  hostile  to  the  Newberry  plan, 
that  had  Mr.  Newberry  remained  Secretary  of  the  Navy  he  would 
have  found  it  necessary  to  appoint  a  similar  board,  or  some  agency 
to  reconcile  the  conflictmg  instructions  of  the  new  Naval  Regulations. 

In  order  to  make  this  clear,  it  may  be  explained  that  the  regulations 
of  the  navy  are  revised  from  time  to  time  in  order  to  keep  them  up 
to  date.  The  regulations  had  been  so  revised  in  the  years  1893. 1896, 
1900,  and  1905;  another  revision  was  in  process  in  the  fall  or  1908, 
and  was  completed  and  about  ready  for  printing  January,  1909. 

After  Mr.  Newberry  issued  General  Order  No.  9,  dated  January 
26,  1909,  he  decided  to  change  the  duties  of  the  bureaus  (outlined 
in  Chapter  I)  and  for  this  purpose  wrote  a  new  Chapter  I,  making 
radical  changes;  naturally  the  rest  of  the  book,  wnich  had  been 
written  to  conform  to  the  first  Chapter  I,  did  not  conform  to  the  new 
Chapter  I. 

Apparently,  Mr.  Newberry  recognized  the  disadvantages  of  these 
contradictory  features,  and  sent  for  the  officer  who  had  been  in 
charge  of  the  revision  of  the  Regulations  and  asked  how  much  time 
would  be  required  to  change  the  remainder  of  the  book  in  order  to 
conform  to  the  new  Chapter  Ij  he  was  told  it  would  probably  require 
two  months.  Without  waitmg  for  any  such  reconciliation,  Mr. 
Newberry  caused  the  Regulations  to  be  printed  and  issued. 

The  issue  of  the  new  Regulations  was  not  begun  until  March  6, 
1909,  two  days  after  Mr.  Newberry  rehnquished  office.  Therefore 
Mr.  Newberry  was  not  in  a  position  to  appreciate  the  confusion  of 
the  contradictory  regulations  on  the  service  at  large. 

The  contradictory  features  of  the  regulations  were  apparent  and 
requests  for  instructions  were  at  once  received  by  the  d!epartment. 
The  requests  were  so  numerous  that  it  was  necessary  to  take  some 
action  to  clear  up  tiie  situation. 
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The  Secretary  of  the  Navy  came  mto  office  without  prejudice  in 
regard  to  this  scheme  of  administration.  The  field  was  new  to  him, 
and  no  action  would  have  been  taken  immediately,  except  that  it 
was  imperative  to  issue  instructions  covering  contradictions  as  above 
noted  and  to  do  this  intelligently  it  became  necessary  to  order  a  board. 

The  first  action  was  to  order  a  board  with  Rear-Admiral  Wain- 
wright  as  senior  member,  and  Rear-Admiral  Potter  and  Captain 
Osterhaus  as  members,  to  reconcile  the  regulations. 

This  board  took  no  action  and  made  no  report,  because  it  was 
decided  to  enlarge  the  board  and  include  representatives  of  the  dif- 
ferent bureaus.  The  Wainwright  Board  was  merged  into  the  Speny 
Board. 

The  instructions  to  the  Sperry  Board  include  the  following: 

The  first  chapter  of  these  reflations  was  rewritten  after  the  remainder  of  the  text 
went  to  press;  it  is  conflicting  in  certain  particulars,  and  the  provisions  of  the  foUow- 
ing  chapters  require  modification  in  order  to  conform  with  the  changed  duties  assigned 
to  the  different  bureaus  of  the  Navy  Department. 

The  board  will  make  such  recommendations  as  are  deemed  necesBary  or  desirable 
to  reconcile  the  existing  discrepancies  in  Chapter  I,  and  to  cause  the  provisions  of  the 
subsequent  chapters  to  conform  to  the  duties  as  therein  outlined. 

In  taking  up  the  questions  submitted  to  the  board,  as  indicated  above,  the  depart- 
ment desires  that  the  board  shall  confine  itself  chiedy  to  recommendations  that  will 
reconcile  conflicting  instructions  that  have  been  incorporated  in  the  Regulations  and 
in  the  orders  issued  to  the  commandantfl  of  navy-yaids  regarding  leoiganization  at 
bureaus  and  consolidation  of  work. 

It  is  not  the  intention  of  the  department  to  depart  from  the  general  plan  of  consoli- 
dation and  reorganization  as  laia  down  by  the  regulations  and  the  general  orders 
issued  until  this  plan  has  been  given  a  fair  test. 

At  the  same  time,  it  is  not  intended  that  the  board  shall  refrain  now  from  making 
any  recommendations  that  will  in  its  opinion  increase  the  efliciency  of  the  service 
under  the  present  plan  of  reoiganization  and  consolidation. 

The  precept  of  the  board  goes  on  to  make  clear  the  department's 
desire  to  give  the  scheme  a  fair  test  and  to  make  changes  only  as 
experience  showed  that  they  would  advance  the  eflBciency  of  naval 
administration. 

fbbcbft  to  bpb&bt  board. 

Navy  Depabtmbnt, 
WMingtan,  D.  C,  Manh  £S,  1909. 

Sir:  A  board  is  hereby  appointed,  coneisting  of  youtself  as  senior  member;  Rear- 
Admirals  William  S.  Cowles,  U.  S.  Navy,  retired;  Richard  Wainwri^t,  U.  S.  Navy; 
William  P.  Potter,  U.  S.  Navy;  and  Newton  E.  Mason,  U.  S.  Navy;  Engineer  in  Chief 
John  K.  Barton,  U.  S.  Navy,  retired;  Paymaster-General  Eustace  B.  Rogeis.  U.  S. 
Navy:  Chief  Constnictor  Washington  L.  Capps,  U.  S.  Navy;  Civil  Engineer  Richard 
C.  Uollyday,  U.  S.  Navy;  and  Capt.  Hugo  Osterhaus,  U.  6.  Navy,  as  members,  and 
Commander  John  M.  Poyer,  U.  S.  Navy,  retired,  recorder,  to  convene  at  the  Navy- 
Department,  Washington,  D.  C,  at  10  a.  m.,  March  29, 1909,  for  the  purpose  of  making 
recommendations  regarding  a  revision  of  certain  portions  of  the  United  States  Navy 
R^ulations,  edition  of  1909,  copies  of  which  are  inclosed  herewith. 

The  first  chapter  of  these  regulations  was  rewritten  after  the  remainder  of  the  text 
went  to  press;  it  is  conflicting  in  certain  particulars,  and  the  provisions  of  the  follow- 
ing chapters  require  modification  in  order  to  conform  with  the  changed  duties  assigned 
to  the  different  bureaus  of  the  Navy  Department. 

The  board  will  make  such  recommendations  as  are  deemed  necessarj'  or  desirable  to 
reconcile  the  existing  discrepancies  in  Chapter  I  and  to  cause  the  provisions  of  the 
subsequent  chapters  to  conform  to  the  duties  as  therein  outlined. 

In  taking  up  the  questions  submitted  to  the  board,  as  indicated  above,  the  depart- 
ment desires  that  the  board  shall  confine  itself  chiefly  to  recommendations  that  will 
reconcile  conflicting  instructions  that  have  been  incorporated  in  the  Regulations  and 
in  the  orders  issued  to  the  commandants  of  navy-yards  regarding  reaifflmiw^tion  of 
bureaus  and  consolidation  of  work. 


Digitized  by  VjOOQ  IC 


PBOPOSl^  BlftOEGANlZATIOK  Ot  NAVY  DBPAKTMBNT.  697 

It  is  not  the  intention  of  the  department  to  depart  from  the  geneial  plan  of  eoBBoli- 
dation  and  leoraanization  as  laid  down  by  the  regulations  and  the  general  orders  isautd 
until  this  ^lan  nas  been  given  a  fair  test.  There  will  probably  be  found  after  tiial 
that  many  improvements  are  desirable  and  necessary  for  the  eiSBciency  of  the  navy  in 
the  methods  as  tentatively  laid  down.  It  is  the  intention  of  the  department,  after  a 
sufficient  time  has  been  given  to  test  the  plan  in  its  present  general  form,  to  order  a 
board  of  officers  to  make  such  recommendations  as  may  be  foimd  to  be  desirable. 

At  the  same  time  it  is  not  intended  that  the  board  shall  refrain  now  from  making 
any  recommendation  that  will,  in  its  opinion,  increase  the  efficiency  of  the  service 
under  the  present  plan  of  reoi^nization  and  consolidation;  and  if  the  board  believes 
that  the  present  plan  may  be  miproved  in  its  details,  recommendation  will  be  made 
accordingly. 

The  department  also  forwards  herewith,  for  the  consideration  of  the  board,  the 
following  papers. 

(1)  A  communication  from  the  Bureau  of  Yards  and  Docks  relative  to  design  and 
construction  of  public  works. 

(2)  A  communication  from  the  Bureau  of  Equipment  relative  to  electrical  appliances. 
3)  A  communication  from  the  same  bureau  relative  to  coal  and  water,  etc. 

'4 -     


v-x;  A  communication  from  the  eauipment  officer,  U.  S.  S.  Salem^  relative  to 
duties  and  responsibilities  regarding  tne  coal  and  water  received  on  board  that  vessel. 
^5)  A  copy  of  General  Order  No.  9. 

(6)  A  copy  of  General  Order  No.  13. 

(7)  A  copy  of  Memorandum  for  Commandants,  dated  January  25,  Id09. 

(8)  A  copy  of  Memorandum  for  Commandants,  dated  February  18,  1909. 
Proceed  to  Washington,  D.  C,  report  at  the  Navy  Department,  and  assemble  the 

board  at  the  time,  date,  and  place  specified. 

The  members  and  recorder  of  the  Doard  have  been  directed  to  report  to  yx)u  for  this 
duty. 

Upon  the  completion  of  this  duty  you  will  submit  a  report  in  the  premises  to  the 
department,  return  to  Newport,  R.  I.,  and  resume  your  present  duties. 

It  is  desirable  that  the  ooard  submit  its  recommendations  at  as  early  a  date  as 
practicable. 
This  is  in  addition  to  your  present  duties. 

G.  V.  L.  Metbr, 

Secretary  of  the  Navy. 
Rear- Admiral  Charles  S.  Spbbrt,  U.  S.  N., 

Naval  War  College,  Newport,  R.  I. 

It  was  not  until  June  1  that  any  attempt  to  modify  the  Newberry 
plan  was  undertaken;  the  work  of  the  l^utze  Board  produced  some 
modifications.  The  effect  in  navy-yards  was  to  greatly  improve  the 
supervision  after  July  1  in  connection  with  wonc  belonging  to  the 
Bureau  of  Steam  Engineering  without  taking  from  the  manager  the 
general  control  and  administration  of  the  shops  in  the  navy-yards. 
At  the  same  time  it  relieved  him  from  direct  responsibility  for  a 
class  of  work  outside  of  his  experience,  allowing  him  to  devote  him- 
self in  a  greater  degree  to  those  things  with  which  he  was  familiar. 
While  the  engineer  officers  at  yards  under  these  instructions  were 
responsible  for  direct  cost,  they  had  no  control  over  the  general  shop 
administration  in  wliich  the  work  went  on.  That  control  still 
remained  with  the  manager,  who  was  a  naval  constructor. 

In  connection  with  the  changed  duties  of  engineer  officers  at  yards, 
recommended  by  the  Leutze  Board,  it  is  interesting  to  note  that  the 
chief  constructor  advocated,  under  date  of  June  17,  1909,  the  sepa- 
ration of  the  manufacturing  department  of  navy-yards  into  two 
divisions — construction  and  en^neering — and  that  a  line  officer  who 
had  had  experience  in  the  engineering  department  of  ships  of  the 
fleet  be  placed  in  charge  of  the  engineering  division.  This  change 
was  proposed  by  the  chief  constructor  at  the  very  time  the  recom- 
mendations of  the  Leutze  Board  were  under  consideration,  but 
before  any  action  thereon  was  taken. 
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The  Swift  Board,  appointed  July  13,  made  no  report  iiintil  October 
11,  and  previous  to  tnat  no  information  as  to  the  pui^poses  of  the 
board  was  given  out,  nor  was  there  any  faUure  to  cai^ry  out  con- 
scientiously and  loyally  the  provisions  of  the  Newbenr  scheme.  It 
is  not  believed  that  either  before  or  after  October  1 1  \m til  the  time  that 
the  new  regulations  were  put  into  effect  anjr  of  the  officers  failed  in 
their  efforts  to  execute  the  instructions  received  to  the  best  of  their 
ability.  It  was  their  desire  to  support  the  department  and  to 
make  a  success  by  executing  the  instructions  which  they  had  received. 

The  Swift  Board  recommended  the  abolition  of  the  board  on  con- 
struction, composed  of  the  chiefs  of  the  several  manufacturing 
bureaus,  not  in  any  sense  to  discriminate  against  the  chief  construe^ 
tor,  but  for  the  purpose  of  relieving  the  chiefs  of  the  manufacturing 
bureaus  of  a  board  duty  which  would  not  be  efficiently  performed 
unless  other  duties  were  neglected.  The  testimony  of  the  other 
chiefs — those  of  equipment,  steam  engineering  and  ordnance — has 
for  a  number  of  years  indicated  that  duties  upon  this  board  embar- 
rassed them  in  their  administrative  duties  in  the  bureau  without 
their  being  able  to  do  the  board  work  satisfactorily. 

It  is  believed  that  the  provision  made  imder  the  present  reor- 
ganization will  accomplish  the  results  sought  through  the  board  on 
construction  with  greater  dispatch  and  more  satisfactorily. 

The  principal  reason  for  aoolishing  the  board  on  construction  was 
that  the  questions  of  design  submitted  for  the  consideration  of  the 
board  were  almost  exclusively  concerned  with  matters  whi<^  one  or 
more  of  its  members  had  previously  orjfinated  or  desimed,  and  which 
concerned  this  member's  specialty.  Obviously,  the  board  would  be 
governed  in  its  judgment  on  such  questions  by  the  technical  opinion 
of  the  member  who  presented  the  case^  and  the  work  of  the  ooard 
thus  became  largely  a  matter  of  approvmg  the  work  of  its  individual 
members.  So  far  as  I  have  been  able  to  ascertain,  there  was  no  criti- 
cism, in  its  broad  sense,  of  the  designs  prepared  by  the  several 
bureaus,  and  for  that  reason  it  seemed  tnat  much  valuaole  time  of  it-s 
members  might  be  devoted  to  more  profitable  work  in  their  bureaus. 

These  remarks  apply^  of  course,  to  the  bureau  members  of  the 
board,  but  they  are  apphcable,  though  in  less  degree,  to  the  additional 
members  who  were  detailed  as  members  of  it  aoout  a  year  ago. 
These  members  had  other  important  duties  to  perform,  two  of  them 
as  members  of  the  Board  of  Inspection  and  Survey,  and  two  as  mem- 
bers of  the  General  Board.  The  former  were  frequently  absent  from 
meetings,  or  meetings  had  to  be  adjourned  and  action  delayed  on 
account  of  their  absence. 

In  addition,  a  practice  had  grown  up  in  the  department  of  referring 
to  the  board  the  consideration  of  ummportant  questions  concerning 
patented  inventions  and  schemes  for  improving  the  speed  or  other 
qualities  of  a  ship,  wliich  were  of  such  slight  importance  that  thej' 
should  have  been  handled  directly  by  the  bureaus  concerned,  as  they 
ultimately  were,  though  the  papers  were  signed  by  the  boara. 

For  these  reasons,  it  was  believed  that  much  better  results  would 
be  obtained  by  abolishing  the  board,  and  convening  a  special  board 
when  necessary  for  the  criticism  of  designs. 

The  duties  performed  by  the  Board  on  Construction  will  be  per- 
formed as  follows: 
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Technical  questions  belonging  to  one  bureau  will  be  settled  by  that 
bureau,  except  that  the  Secretary  will  decide  (questions  of  repairs, 
with  the  advice  of  the  aid  for  material.  Questions  between  several 
bureaus  will  be  discussed  by  conference  and  decided  by  the  Secre- 
tary, with  the  advice  of  the  aid  for  material. 

The  matter  of  ship  designs  will  originate  in  the  general  board,  of 
which  the  aid  for  operations  and  the  aid  for  material  are  members;  the 
board  will  suggest  military  features,  the  material  bureaus  will  say 
what  can  be  done,  necessary  compromises  will  be  made,  and  after 
sketch  designs  have  been  finished,  expert  executive,  engineer  con- 
struction, and  ordnance  officers,  and  others  skilled  in  general  features 
will  be  called  on  from  the  fleet  and  from  stations  on  shore,  to  criti- 
cize the  plans  and  suggest  improvements.  ^  Great  benefit  is  expected 
to  result  from  the  Imowledge  and  experience  of  officers  of  recent 
experience  at  sea  in  getting  up-to-date  designs. 

On  pages  459  and  460  the  chief  constructor  read  an  extract  from 
ex-Secretarv  Chandler's  report.  It  says,  '^Attention  is  invited  to  the 
the  general  principles  enunciated  by  Mr.  Secretarv  Chandler  on 
December  8,  1884.^'  But  since  then  Mr.  Chandler  has  written  me 
as  follows: 

Concord,  N.  H.,  September  24, 1909, 

Mt  Dkab  Mr.  Sbcrbtart:  My  attention  has  been  called  to  an  extract  from  my 
annual  report  for  1884,  as  Secretary  of  the  Navy,  which  is  used  as  an  aigument  in  favor 
of  wholly  abolishing  the  Bureau  of  Steam  Engineering  and  placing  all  branches  of 
naval  work  under  the  Bureau  of  Construction  and  Repair. 

Such  was  ten  from  my  intention  then,  nor  is  it  my  opinion  now.  Indeed,  on  the 
committee  of  conference  in  1901,  I  with  reluctance  consented  even  to  the  abolition 
of  the  separate  corps  of  naval  engineers. 

My  prmcipal  object  in  1884  was  stated  to  be  to  remedy  the  defect  in  the  method  of 
naval  construction  and  repair  described  as  follows: 

The  subdivision  of  the  direction  of  work  upon  vessels  among  the  naval  construc- 
tor, the  chief  engineer,  and  the  equipment  officer,  all  three  engaged  upon  one  vessel, 
all  having  coordinate  powers  and  none  of  them  under  any  control  on  the  spot  except 
that  of  the  line  officer  of  high  rank  who  commands  the  naval  station. 

For  the  purpose  of  reforming  such  a  condition,  I  recommended  that  there  should  be 
a  supervising  power  above  all  the  bureaus  and,  of  course,  subject  to  the  Secretary's 
orders,  to  consist  of  three  officers  appointed  by  the  President,  with  the  consent  of  the 
Senate,  either  from  civil  life  or  from  the  officers  of  the  navy,  who  should  have  direct 
charge  of  all  work  of  construction,  steam  engineering,  and  equipment  at  the  only  thret 
naval  workshops  at  New  York,  Norfolk,  and  Mare  Island. 

Upon  now  looking,  twenty-five  years  later,  at  the  language  used  by  me  in  proposing 
a  suitable  remedy  for  an  intolerable  defect  of  oiganization,  I  notice  that  it  inoicates 
that  the  officers  of  the  Supervisory  Board  were  to  be  called  supervising  naval  con- 
structors and  were  to  serve  under  the  Chief  of  the  Bureau  of  Isaval  Construction — 
the  implication  now  drawn  beinp;  that  the  Bureau  of  Steam  Engineering  and  ^e 
Engineer  Corps  were  to  be  abolished,  or  that  boUi  were  to  be  placed,  together  with 
the  Equipment  Bureau,  under  the  Bureau  of  Construction  and  Kepair. 

This  can  not  have  been  my  deliberate  opinion;  at  all  events,  I  have  no  such  opinion 
now  and  did  not  have  as  a  member  of  tne  committee  of  conference  of  1901.  That 
there  should  be  a  bureau  of  steam  engineering  concerned  in  the  construction  of  the 
engines  of  the  ships,  and  by  no  means  subject  to  the  Bureau  of  Construction  and 
Kepair,  continues  very  evident.  That  it  should  be  subject  equally  with  tihe  Bureau 
of  Construction  and  Repair  to  greater  control  and  direction  between  it  and  the  Secre- 
tary than  any  mere  advisory  board  can  exercise  seems  equally  clear.  I  do  not  pre- 
sume to  say  what  the  best  form  of  reorgsmization  would  oe  to  carry  out  the  sound 
ideas  expressed  by  me  in  the  report  of  a  quarter  of  a  century  a^o,  almost  before  we 
began  to  build  our  present  magnificent  navy.  That  question  is  to  be  decided  by 
men  of  expert  knowledge  and  also  of  common  sense  who  are  wiser  than  I  am. 
Very  respectfully, 

Wif.  £.  Chandler. 

Hon.  George  von  L.  Meter, 

Secretary  of  the  Navy,  Washington^ 
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On  page  465  of  the  hearings  the  up-keep  of  navj-ytfdB  jk  rrfefred 
to  by  the  chief  constructor. 

The  existing  regulations  make  the  commandant  the  general 
manager  of  the  manufacturing  department.  The  practical  result 
was  that  under  the  Newberry  plan  it  was  held  by  tne  senior  naval 
constructor  at  the  yard.  Mr.  Capps's  statement  that '' the  general 
management  of  the  yard,  the  up-keep  of  the  plant,  etc.,  is  taken 
away  under  this  new  scneme  from  tne  bureaus  and  placed  under 
the  Secretary's  office"  seems  to  refer  to  the  proposed  transfer  to  the 
Secretary's  immediate  control  of  appropriations  for  improyement 
of  construction  plants  and  steam-machinery  'plants  at  nayy-yards 
which  are  now  administered  by  the  Bureaus  of  Construction  and 
Steam  Engineering,  respectively. 

This  transfer  is  perfectly  logical  and  is  necessary;  since  the  bureau 
system  no  longer  extends  into  the  navy-yards  it  would  be  manifestly 
unnecessary  for  individual  bureaus  to  determine  what  improvements 
or  extensions  of  plant  should  be  made  at  any  particular  yard.  Under 
the  present  system  the  yard  can  be  considered  as  a  whole  and  com- 
prehensive plans  formulated  for  its  improyement,  havii^g  in  view 
the  interests  of  the  navy  rather  than  that  of  any  one  bureau. 

These  matters  are  properly  a  part  of  the  responsibilities  of  the 
commandant,  who,  after  consultation  with  the  teconical  officen  asso- 
ciated with  him,  makes  such  recommendations  as  are  necessary  for 
the  maintenance  and  improvement  of  the  facilities  at  the  naval 
stations.  It  is  believed  that  such  maintenance  and  improvement  of 
navy-yard  facilities  will  prove  much  less  burdensome  upon  naval 
appropriations  now  than  tieretofore,  and  that  in  most  cases  existing 
facilities  will  be  found  in  excess  of  the  requirements  at  the  different 
stations.  The  general  management  of  navy-yards  has  never  been  in 
the  hands  of  any  bureau,  unless  it  be  admitted  that  the  Bureau  of 
Construction  and  Repair  was  delegated  to  perform  this  duty,  or 
assumed  the  right  to  do  it  because  a  naval  constructor  was  the 
manager. 

The  maintenance  of  machinery  plants  and  public  works  was  not, 
by  any  authority  of  law  or  properly  approved  regulation,  placed 
under  the  Bureau  of  Construction  and  Repair  by  the  Newberry  plan. 
General  Order  No.  9  related  to  navy-yards  exclusively.  This  order 
and  the  changes  in  regulations  necessitated  by  it  were  approved  by 
the  President;  by  this  order  the  naval  constructor  at  the  yard  was 
made  the  manager  and  given  charge  of  all  shops  and  of  public  works 
previously  administered  by  the  several  heads  of  departments,  includ- 
mg  the  civil  engineer;  this  order  did  not  authonze  the  transfer  of 
anything  from  other  bureaus  to  the  Bureau  of  Construction  and 
Repair.  The  changes  in  regulations  ordering  such  transfers  were 
illegal. 

HULL  AND  MACHINERY  DIVISIONS. 
[See  pp.  441,  442,  and  443  of  Hearings.] 

On  December  1,  1909,  a  change  was  ordered  which  included  some 
changes  in  bureau  duties  and  directed  that  the  manufacturing  depart- 
ments at  navy-yards  should  have  two  divisions,  hull  and  machinery, 
under  the  commandant  as  general  manager.  This  was  not  a  return 
to  the  old  bureau  system  in  navy-yards — ^f ar  from  it.  It  was  only  an 
adjustment  of  consoUdation. 
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In  this  adjustment  of  the  plan  it  now  develops  that  the  chiefs  of 
certain  bureaus  do  not  favor  the  revised  plan.  This  attitude  can  be 
explained  in  the  same  words  used  by  the  chiefs  of  Bureaus  of  Construc- 
tion and  Repair  and  Supplies  and  Accounts  in  their  minority  report 
of  the  Speny  Board,  explaining:  the  hostility  to  the  Newberry  plan, 
on  page  71  of  this  hearing,  as  follows: 

Changee  of  the  chai&cter  of  those  recently  carried  out  at  various  navy-yards  must 
always  meet  with  opposition  from  those  whose  authority  has  been  diminished  or  whose 
duties  have  been  otnerwise,  in  their  judgment,  adversely  affected. 

The  division  of  the  manufacturing  department  at  nayy-vards  into 
two  divisions,  hull  and  machinerjr,  is  natural  and  logical.  This  is 
apparent  from  a  study  of  the  subject  in  this  country  and  from  the 
general  practice  of  foreign  services;  indeed,  the  minority  report  itself 
argues  in  favor  of  such  division  being  logical.  In  an  argument  favor- 
ing the  consolidation  of  manuf  actunng  work  on  page  74  of  this  hear- 
ing, the  minority  states: 

Under  any  such  consolidation,  however,  there  would  always  be  two  grand  divisions, 
vis,  hull  construction  and  machinery  construction.  Such  a  division  is  logical  both  at 
navy-yards  and  in  the  Navy  Department. 

And  again,  in  the  so-called  Capps-Cone  agreement,  signed  by  the 
chief  constructor  and  engineer  in  chief,  shown  on  pages  258-259  of 
these  hearings,  it  is  agreed  that: 

(12)  There  shall  be  in  the  manufacturing  department  of  each  navy-yard  a  division 
of  construction  and  a  division  of  engineering,  both  under  the  direction  of  the  mani^r. 

(13)  Wherever  practicable,  the  division  of  construction  shall  be  in  charge  of  the 
naval  constructor  next  in  nmk  to  the  manager.  The  work  of  this  division  shall  em- 
brace that  heretofore  known  as  ** construction  work,"  and  shall  include  all  shops  here- 
tofore assigned  to  such  work. 

(14)  The  division  of  engineering  shall  be  in  charge  of  a  line  officer,  junior  in  rank  to 
tlfe  manager,  who  has  had  expenence  in  the  engineering  department  of  Bhifw  of  the 
fleet.  The  work  of  this  division  shall  embrace  that  heretofore  known  as  "engineering 
work,''  and  shall  include  all  shops  heretofore  assigned  to  such  work. 

Discussion  of  this  agreement  in  the  Secretary's  office  developed  the 
fact  that  there  was  a  misunderstanding  as  to  who  should  be  the 
manager  of  the  two  divisions,  the  chief  constructor  desiring  the  naval 
constructor  as  such. 

However,  it  is  clear  that  the  agreement  contemplates  that  the 
division  of  engineering  shall  be  in  charge  of  a  line  officer  who  has  had 
experience  in  the  engmeering  department  of  ships  of  the  fleet. 

whoever  may  be  the  manager,  a  man  in  charge  of  such  an  engineer- 
ing division  is  necessarily  charged  with  the  technical  details  of  such 
work;  the  general  manager  concerns  himself  with  the  duties  of 
administration,  and  when  necessary  coordinates  the  work.  The  gen- 
eral manager  does  not  and  can  not  concern  himself  with  details, 
technical  or  otherwise. 

If  a  line  officer  is  capable  of  attending  to  the  technical  details  of 
an  engineering  division  as  set  forth  in  the  Capps-Cone  agreement, 
why  is  not  the  same  man  as  capable  to  do  the  same  work  under  the 
proposed  plan  ? 

I  would  further  invite  the  committee's  attention  to  the  following: 

The  chief  constructor  testified  that  the  British  dockyards  (p.  441), 
the  French  (p.  442),  the  German  (p.  443),  private  shipyards  general!^ 
(p.  449),  and  the  Cramp  yard  (p.  450),  as  well  as  others,  have  this 
same  organization — huU   and   machinery.    Wh^  do  they  do  so? 
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They  must  have  some  reason.  Also,  the  chief  constructor  expresses 
the  same  opinion  (p.  74). 

Some  doubt  has  been  raised  in  the  minds  of  the  committee  as  to 
the  capabilities  of  line  officers  to  manage  manufacturing  or  industrial 
plants  economically  and  efficiently.  It  has  recently  been  brought 
to  my  attention  again  that  we  have  had  for  some  years  a  number  of 
such  establishments  run  with  a  great  degree  of  efficiency  by  Une 
officers  of  the  navy.  I  refer  to  the  Washington  Navy-i ard,  the 
torpedo  station,  and  the  powder  factory. 

The  Washington  Gun  Factory  was  established  in  1886,  under  the 
management  of  line  officers,  and  has  been  managed  by  them  ever 
since.  Its  expansion  and  development,  buildings,  boilers,  electrical 
plants,  and  improvements  in  machinery  have  been  effected  under 
their  supervision.  It  is  to-day  one  of  tne  most  up-to-date  manufac- 
turing establishments  in  this  country,  with  a  fine  body  of  e^roert 
mechanics.  It  has  an  efficient  system  of  cost  keepii^,  slowly  evolved 
and  perfected  by  the  clerical  force  at  the  yard,  without  the  aid  of 
outside  accountants.  This  has  been  in  operation  for  twenty-four 
years,  and  while  perhaps  not  perfect  from  the  point  of  the  expert 
accountant,  enables  the  cost  of  manufacture  to  be  ascertainea  at 
any  time,  to  be  compared  with  the  estimates,  and  if  too  great  the 
shops  are  notified  at  once. 

In  spite  of  the  fact  that  the  Government  pays  slightly  higher 
wages,  that  eight  hours  are  a  day's  labor  as  against  nme  or  ten  in 
private  shops,  and  that  government  employees  are  paid  on  leave 
and  holidays,  practically  aU  work  at  the  gun  factory  has  been  cheaper 
than  in  private  works.  I  will  append,  if  the  committee  desires,  a 
memorandum  giving  some  details  m  regard  to  the  Washington  Gun 
Factory  and  other  similar  establishments  under  line  officers.  This 
will  show  the  comparative  cheapness  of  manufacture  at  these  estab- 
lishments.    (See  Appendix.) 

The  manufacture  of  smokeless  powder  at  the  naval  proving 
ground,  Indianhead,  which  was  be^un  in  1898,  always  under  the 
management  and  control  of  line  ofhcers,  has  been  a  marked  success 
and  has  developed  from  a  dailv  output  of  a  little  over  2,000  pounds, 
until  this  year  the  output  will  be  over  6,000  pounds  per  day.  The 
price  per  pound  at  Indian  Head  of  smokeless  powder  has  been 
steadily  reduced,  and  has  given  such  accurate  information  as  to  the 
actual  cost  of  manufacture  of  powder  that  the  Government  has  been 
enabled  to  save  large  sums  of  money  bv  requiring  private  manufac- 
turers, by  which  the  greater  portion  of  the  powder  is  made,  to  supply 
it  at  a  reasonable  price.  Without  this  accurate  information  the 
Grovernment  would  be  at  the  mercy  of  private  factories,  among 
which  there  is  no  competition. 

The  naval  torpedo  station  at  Newport,  which  has  been  estab- 
Ushed  for  some  thirty  years,  has  always  oeen  under  the  management 
of  line  officers  of  the  navy,  has  successfully  and  economically  manu- 
factured a  number  of  articles  of  ordnance  outfit  not  possible  to  secure 
outside  with  assurance  of  reliability.  There  is  now  oeing  established 
at  this  station  a  torpedo  factory,  which  will  result  in  greatly  decreas- 
ing the  cost  of  these  intricate  weapons  of  the  Government,  and  which 
wm  insure  that  the  necessary  outfits  of  torpedoes  for  ships  wiU  be  su|>- 
plied  without  any  necessity  for  purchasing  abroad,  as  the  Navy  De- 
partment was  recently  compelled  to  do. 
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Now,  as  to  the  coslraccounting  system. 

The  facts  in  regard  to  the  establishment  of  a  coslraccounting  sys- 
tem for  nayy-yard  work,  gathered  from  official  reports  and  data,  are 
as  follows:  in  1903  Rear-Admiral  Harrington  submitted  a  complete 
scheme  for  navy-yard  organization  to  the  Navy  Department,  which 
contained  a  denmte  provision  for  a  separate  cost-accounts  depart- 
ment under  a  pay  officer.  It  contained  the  most  essential  feature 
of  the  plan  which  I  have  established  and  which  was  first  tried  at  the 
Boston  Navy- Yard — that  of  absolute  separation  of  the  determina- 
tion of  costs  from  the  people  who  did  tne  work.  While  I  am  not 
specially  concerned  witn  who  gets  the  credit  for  making  the  sugges- 
tion for  the  establishment  of  the  present  system,  I  may  say  that  it 
is  a  very  different  and  more  comprehensive  scheme  than  what  imme- 
diately preceded  it.  It  was  necessary  for  me  to  get  the  services  of 
a  civiUan  accountant  in  order  to  get  the  system  on  a  modem  basis, 
and  also  in  order  that  it  might  be  properly  started  in  the  principal 
navy-yards. 

Tne  instructions  for  accounting,  which  were  issued  by  the  Paymas- 
ter-General and  went  into  effect  on  July  1,  1909,  were  very  general 
and  were  the  merest  beginning  of  the  actual  system  later  developed 
by  the  civilian  accountant. 

These  '' instructions  ^  are  not  a  cost-accounting  system,  but  rather 
a  division  of  the  question  of  the  expense  account  of  a  navy-yard  into 
what  should  be  'military"  and  what  ''industrial,"  and  also  what 
should  be  classed  under  the  various  subdivisions  or  "titles"  into 
what  naval  accounts  are  and  have  been  kept  for  many  years. 

On  page  381  the  Paymaster-General  says,  in  answer  to  a  question 
concerning  the  accounting  system: 

The  *  *  instructions  ♦  «  *  "  was  drawn  up  primarily  by  Paymaster  Charles  Conard. 
attached  to  the  Paymaster-General's  office.  1  wish  to  give  him  full  credit  for  one  of 
the  most  admirable  pieces  of  accounting  work  I  have  ever  seen.  It  was  submitted 
to  one  of  the  best  accountants  in  the  United  States,  and  he  told  me  that  he  doubted 
whether  there  was  an  accountant  in  America  who  could  draw  up  a  system  of  ascer- 
taininff  costs,  complicated  not  by  anything  in  the  system  itself,  but  by  the  necessity 
of  making  it  fit  to  the  plan  of  appropriations  by  Congress,  and  that  was  what  made 
the  task  a  very  difficult  one. 

These  instructions  gave  no  hint  as  to  the  cost  accounting  now  being  ' 
worked  out  by  the  aid  of  Marwick,  Mitchell  &  Co.'s  representatives 
as  to  time  keeping,  pay  rolls,  job-order  chaises,  and  tne  forms  and 
reports  now  being  used;  in  fact,  the  indirect  charges  could  be  and 
actually  were  prorated  throughout  the  yard  as  a  whole  on  a  basis 
of  the  airect  laoor,  and  not  by  individual  shops,  as  is  now  being  done. 
In  Boston  this  blanket  percentage  charge  was  actually  used  oy  the 
manager,  and  we  had  tne  anomaly  of  the  anchor  and  chain  shops 
and  rolling  mill,  with  their  large  number  of  open  forges  and  furnaces, 
in  which,  of  course,  no  outside  heat  is  necessary,  charged  with 
their  prorated  percentage  of  the  charges  for  heat.  Equally  absurd 
charges  were  made  against  certain  specific  subdivisions  of  Yards  and 
Docka  appropriations  as  to  the  repairs  on  railroad  tracks  being  sub- 
ject to  trus  blanket  percentage  charge  for  light,  heat,  and  power. 

These  instances  are  given  to  show  the  very  general  character  of 
the  *' instructions,''  and  to  point  out  that  they  are  nothing  more  or 
less  than  the  skeleton  of  tne  scheme  which  the  Navy  Department 
accounts  should  follow  and  to  which  the  expert  accountants  should 
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fit  their  system;  and  also  to  point  out  the  fact  that  the  above- 
quoted  statement  and  one  on  page  389 : 

*  *  *  that  prepaiution  for  two  yean  had  been  going  on  looking  towand  the  ulti- 
mate eetablishment  of  such  a  system 

conveyed  the  idea  that  the  system  or  "instructions"  had  been  so 
worked  out  that  it  was  a  well  rounded  and  finished  product,  which  all 
who  have  looked  into  the  matter  know  is  not  a  fact. 

I  quote  from  the  contract  made  with  Marwick,  Mitchell  &  Co. : 

To  perform  such  professional  services  in  connection  with  the  appraisal  as  of  June  30, 
1909,  of  the  properties  of  the  Navy  Department  and  of  the  devising  and  installation 
of  accounting  systems  as  they  may  be  called  upon  to  do  by  the  Pajrmaster-Geneial  of 
the  Navy,  or  by  officera  under  him  duly  designated  and  authorized  so  to  do. 

This  language  is  quite  clear  and  there  can  be  no  question  as  to 
who  was  lo  devise  the  accounting  sjrstem. 

I  am  informed  by  our  expert  civilian  accountant  that  at  Boston 
the  accounts  tc^ken  over  from  the  manager  were  in  very  bad  shape, 
and  hundreds  and  hundreds  of  invoices  had  to  be  made  out  for  the 
manufacturing  department  before  thev  knew  where  they  stood. 
There  were  some  500  job  orders  which  were  mixed  and  required 
special  investigations.  The  system  of  issuing  them  was  wrong.  They 
ran  indefinitely  and  often  were  of  such  a  broad  scope  that  practically 
there  was  no  limit  as  to  what  could  be  done  under  some  of  the  job 
orders  as  given. 

In  answer  to  the  question  '*How  is  this  system  working  outt" 
(p.  383)  the  Paymaster-General  answered:  'Ut  is  working  out  ad- 
mirably, sir."  And,  in  answer  as  to  how  many  yards  it  had  been  in- 
stalled in,  answered:  '^It  is  in  eight." 

At  the  time  this  statement  was  made  the  actual  instructions  at 
the  yards,  other  than  at  Boston,  were  practically  to  continue  the 
scheme  in  vogue  prior  to  February  1,  1909,  so  far  as  it  related  to  the 
daily  summary  of  job  orders  and  a  daily  balance  of  expenditures 
under  the  vanous  appropriations;  the  only  real  difference  being  the 
distribution  of  the  mdirect  expenses. 

The  Boston  scheme  will  be  introduced  in  the  otheryards  when  the 
expert  accountants  can  go  to  those  yards.  Pay  officers  took  over 
'the  accounting  offices  at  New  York,  Pniladelphia,  Norfolk,  and  other 
principal  yards  about  the  middle  of  January,  but  on  the  old  system. 

When  asked  **How  much  additional  cost  to  the  GrOTemment  in 
the  way  of  clerical  assistance  or  expense  of  any  other  character  has  • 
this  system  brought  over  that  which  existed  before  it  was  installed  t" 
(p.  384)  he  answered: 

So  far,  there  has  been  no  expense.    ♦    ♦    ♦ 

It  seems  hard  to  reconcile  that  statement  with  the  actual  facts  in 
the  case,  which  were  brought  out  by  the  chairman  on  page  386,  where 
a  letter  of  January  3,  1910,  from  the  Secretary  of  the  Navy,  stated: 

The  department  has  engaged  the  services  of  expert  accountants  in  connection  with 
the  installation  of  a  central  accounting  system  at  the  navy-yards  at  Boston  axii^ew 
York.    ♦    ♦    *  ^ 

The  expenses  of  this  installation  have  amounted  to  about  |20,000  during  the  nacal 
year  1909,  and  a  further  |10,000  or  |12,000  will  be  necessary  at  the  New  York  yard 

•  »  «  recommendsthat^'Contingent,  navy,  1911"  be  increased  by  130,000.   *  *  • 
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In  the  hearing  of  Admiral  Goodrich,  on  page  597,  he  states: 

My  opinion  was  that  at  the  New  York  yard  alone  a  saving  of  anywhere  from  half  a 
milhon  to  $1,000,000  a  year  was  clearly  in  sight  through  the  Newberry  plan. 

The  details  of  the  economies  which  we  thought  were  showing  are  aU  given  in  the 
hearings    ♦    ♦    ♦    from  page  145  on. 

The  details  referred  to  show  that  less  money  was  spent  in  March, 
1909,  than  in  November,  1907,  but  unless  the  results  as  to  quantity 
and  quality  of  work  of  the  two  expenditures  are  shown,  how  can  any 
opinion  be  formed  of  the  relative  economy  of  the  two  periods?  It 
would  appear  that  in  any  case  there  should  have  been  less  money 
spent  in  March,  1909,  than  in  November.  1907,  because  there  were  at 
the  New  York  yard  during  the  month  oi  March  only  six  ships  of  the 
Atlantic  Fleet  and  not  one  of  the  six  remained  a  whole  month;  four  of 
the  six  were  battle  ships,  one  of  which,  the  ConnecHciUf  did  not  reach 
the  yard  until  March  13.  In  November,  1907,  there  were  ten  ships 
of  the  Atlantic  Fleet  at  the  yard,  and  nine  of  the  ten  were  there  for 
the  whole  month.  Amone  the  ten  were  six  battle  ships,  and  five  of 
these  battle  ships  were  at  ^e  yard  during  the  entire  month. 

Figures  are  very  misleading,  and  attention  is  invited  to  one  of  the 
items  on  page  148,  where  it  is  shown  that  $1,450.25  more  was  spent 
for  team  lure  in  November,  1907,  than  was  i^nt  for  the  same  pur- 
pose in  March,  1909.  This  looks  remarkable  at  first,  but  it  is  really 
simple  when  one  remembers  that  in  November,  1907,  six  battle  slupa 
and  four  auxiliaries  were  being  loaded  with  stores  for  the  cruise 
around  the  world;  the  ships  wero  loaded  deeper  than  ever  before, 
and  naturally  many  teams  were  being  used  to  carry  such  quan- 
tities of  stores  to  the  ships.  In  March,  1909,  the  ships  returned 
to  the  vard  for  a  period  of  alterations;  they  were  to  remain  there  for 
a  couple  of  montl^  or  more,  and  would  not  need  any  stores  until  thej 
started  out  again.  Therefore  fewer  teams  were  required.  But  this 
condition  was  hardly  the  result  of  any  organization  or  the  navy-yards. 

I  would  like  to  state  that  I  have  been  informed  by  the  Engineer 
in  Chief,  under  date  of  February  16.  1910.  as  follows:  ''In  a  personal 
letter  from  the  fleet  en^eer  of  the  Atlantic  Fleet  he  states  that 
practically  no  repairs  wQl  be  necessary  to  any  of  the  ships  of  the 
Atlantic  Fleet^  with  the  exception  of  the  three  old  ships  which  are 
to  be  placed  m  reserve  when  the  fleet  comes  to  Norfolk. '^  That 
indicates  that  they  have  been  keeping  right  up  to  date  and  doing  the 
work  on  board  amp  whenever  there  was  any  necessity  for  it. 

Mr.  Padgett.  That  is  work  on  board  ship  t 

Secretary  Meyer.  On  board  ship.  If  you  have  not  had  it  already. 
I  would  like  to  send  to  the  committee  a  statement  showing  the  3peea 
which  they  got  out  of  the  battle  ships  during  this  last  cruise.  These 
repairs  I  speak  of  are  done  at  small  cost,  as  the  men  have  to  be 
on  the  ships  anyway  to  run  them;  but  I  am  told  that  a  few  years 
ago  they  would  all  have  been  done  at  yards.  The  amoimt  that  the 
yards  will  have  to  do  will  be  reduced  if  the  men  running  the  ships 
get  the  advantages  of  yard  shop  experience.  All  repairs  made  by  the 
ship's  force  are  a  great  benefit,  as  they  train  the  men  for  what  would 
be  necessary  in  war  time. 

Mr.  Thomas.  Is  there  any  way  of  getting  the  comparative  cost  of 
these  repairs  on  board  ship  and  at  the  navy-yard — the  same  work  f 
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Secretary  Meter.  We  could  get  the  cost  on  board  ship,  but  of 
course  the  wages  are  lower  there.  I  think  we  can  get  it  when  we  get 
the  cost-accounting  system  established ;  that  has  been  the  trouble  in 
the  past;  there  has  Been  no  way  of  making  comparisons;  we  were 
absolutely  at  sea.  The  system  at  Boston  is  now  pretty  nearly  com- 
pleted and  is  started  at  New  York,  and  from  there  it  is  going  to  be 
established  at  Norfolk  and  Philadelphia.  Our  pay  officers  are  learn- 
ing the  requirements  under  the  expert  accountants. 

Mr.  Padgett.  Di^essing  a  moment,  entering  on  an  entirely  differ- 
ent subject,  woidd  it  be  possible  for  you  to  submit  to  the  committee 
a  statement,  after  you  have  it  prepared,  showing  a  comparison  of  the 
cost  of  building  battle  ships  and  colliers  in  our  country  and  in  foreign 
coimtries — England,  Germany,  and  Japan  t 

Secretary  Meyer.  I  do  not  know  whether  they  would  give  us  their 
figures;  of  course,  we  could  get  at  our  own  figures.  I  mieht  call  your 
attention  now  to  the  fact  that  in  the  late  bids  that  have  been  opened 
in  the  Argentines  the  American  bidders  underbid  every  country  for 
battle  ships,  and  they  have  been  allotted  the  contracts  for  two  and 
have  been  given  the  refusal  of  two  more.  Now,  it  seems  to  have  been 
demonstrated  that  on  a  certain  class  of  work  we  are  able  to  bid  as 
low  as  any  country,  because  they  have  got — ^Mr.  Hobson  would  know 
better  than  I — but  I  think  they  have  got  their  battle-ship  designs 
so  that  they  can  repeat  the  work  and  turn  it  out  by  mechanical  meth- 
ods cheaper  and  better  than  they  can  in  England,  while  if  they  have 
designs  of  yachts  and  cruisers,  where  the  style  varies,  we  are  not  able 
to  compete. 

Mr.  Hobson.  ''Standardized?" 

Secretary  Meyer.  Yes;  that  is  the  word. 

Mr.  Roberts.  These  two  battle  ships  that  are  to  be  built  by  the 
Fore  River  Company  and  the  New  York  Shipbuilding  Company  are 
28,000  tons  and  are  larger  than  anything  we  nave  ever  built  ? 

Secretary  Meyer.  Yes;  one  goes  to  the  New  York  Shipbuilding 
Company. 

Mr.  Roberts.  They  are  28,000  tons? 

Secretary  Meyer.  Yes,  sir.  But  what  I  meant  to  draw  attention 
to  was  that  we  have  so  standardized  battle-ship  construction  that  we 
can  compete  with  any  country,  but  where  it  comes  to  different  designs 
of  yachts  and  trans- Atlantic  steamships  we  can  not. 

Mr.  Roberts.  Have  you  any  information  as  to  the  dimensions  of 
these  ships  ? 

Secretary  Meyer.  Of  these  two  new  ships  ? 

lifo.  Roberts.  Yes  •  their  length,  beam,  and  draft. 

Secretary  Meyer.  I  haven't  ^ot  it  on  file;  I  might  be  able  to  ^et 
that  information.  The  Fore  River  Company  or  the  New  York  Ship- 
building Company  could  furnish  it.  However,  I  do  not  thiak  they 
would  be  allowed  to  furnish  it  for  publication. 

Now,  I  want  to  bring  up  the  matter  of  submarines.  In  connection 
with  the  possible  appropnation  of  money  in  the  present  bill  for  sub- 
marines I  would  like  to  suggest  to  the  committee  a  possible  course 
which  will  obviate  the  necessity  of  making  special  appropriations  for 
submarines  or  torpedo-boat  destroyers. 

If  the  committee  will  authorize  m  the  pending  bill  the  expenditure 
of  all  unexpended  balances  of  appropriations  on  June  30,  1910,  and 
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June  30,  1911.  for  submarines  and  torpedo  boat  destroyers,  in  the 
discretion  of  tne  Secretary  of  the  Navy,  we  can  get  additional  boats 
of  this  character  without  any  more  appropriations. 
I  find  that  the  unexpended  balances  were  on — 

June  30,  1906 $1,335,107.00 

June  30,  1907 860,633.00 

June  30,  1908 1,954,764.00 

June  30,  1909: 

Total,  including  permanent  appropriations 3, 122,  782. 00 

Naval  appropriations  fiscal  year  1909 1, 587, 303.  26 

It  will  be  observed  that  the  balances  are  ouite  substantial  which 
are  turned  in  at  the  end  of  the  year,  and  the  Neivy  Department  gets 
no  credit  for  turning  this  money  back  into  the  Treasury.  The  total 
amount  of  money  appropriated  m  the  bill  is  always  what  is  considered 
when  expenditures  of  the  Navy  Department  are  thought  of.  If  this 
plan  which  I  suggest  was  followed  each  year,  it  would  result  in  our 
getting  a  number  of  submarines  and  destroyers  without  specific  ap- 
propriation of  monev,  and  might  serve  as  an  additional  incentive  to 
economy.  If  the  plans  which  I  have  outlined  for  economizing  the 
expenditures  of  the  Navy  Department  are  successful,  as  I  believe  they 
will  be,  the  saving  in  the  fiscal  year  1911  should  give  us  a  number  of 
destroyers  and  submarines.  As  a  first-class  submarine  costs  about 
$400,000,  quite  a  number  of  submarines  could  be  added  for  the 
amount  of  unexpended  balances  each  year. 

Mr.  Padgett.  How  long  do  these  unexpended  balances  remain 
available  before  you  turn  them  back  into  the  Treasury  i 

Mr.  Roberts.  As  I  understand,  they  go  back  June  30,  automatio- 
aUy. 

The  Chairman.  I  wish  you  would  put  in  a  statement  under  what 
appropriations  those  unexpended  balances  occur. 

Secretary  Meyer.  I  think  for  1909  there  was  $3,300,000  about;  I 
think  half  of  that  amount  was  for  specific  appropriations. 

The  Chairman.  Most  of  them  are  under  the  pay  of  the  navy,  aren't 
they,  or  a  good  many  of  them  ? 

&3cretary  Meter.  Well,  I  do  not  remember;  I  did  not  see  any  of 
the  details,  but  I  think  I  have  the  details  somewhere  here. 

The  Chairman.  If  you  wiQ  put  that  information  in  the  record,  we 
will  then  know. 

Mr.  Roberts.  The  amount  on  hand  June  30,  1909,  has  already 
reverted  to  the  Treasury  ? 

Secretary  Meyer.  Yes,  but  there  should  be  considerable  on  hand 
June  30,  1910. 

Mr.  Roberts.  Have  you  any  idea  how  much? 

Secretary  Meyer.  It  is  pretty  difiicult  to  judge  as  to  that;  but  for  a 
number  of  years  back  the  amount  has  been  from  a  million  to  three 
millions  of  dollars;  last  year  $3,000,000  went  back  into  the  Treasury 
for  which  the  navy  did  not  get  any  credit  and  we  did  not  have  the 
expenditure  of  it. 

The  other  matter  that  I  wanted  to  ask  about  is  whether  the  com- 
mittee has  taken  any  action  as  to  the  New  York  Navy-Yard  dry 
dock  No.  4. 

The  Chairman.  Not  yet. 

Secretary  Meyer.  It  is  extremely  desirable  to  secure  at  the  earliest 
possible  moment  the  extension  of  tne  limit  of  cost  for  dry  dock  No.  4, 
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New  York.  The  construction  of  the  dry  dock  at  New  York  will  aoon 
have  reached  a  point  where  all  work  must  be  stopped  pending  con- 
sideration of  the  proposed  modification,  and  the  contractor'9  force 
and  plant  will  be  virtually  idle.  The  contractor  had  already  b^un 
to  sink  two  of  the  center  caissons  before  receiving  advice  to  do  no 
further  work  which  might  conflict  with  the  enlargement  proposed. 
These  two  caissons  may  be  used  in  the  altered  design,  but  as  they 
will  be,  as  located,  some  6  feet  off  the  center  line  additional  steel 
reenforcement  will  be  required  to  make  the  floor  section  of  adequate 
strength  for  the  increased  span.  No  further  work  on  the  center  or 
east  line  of  caissons  can  be  aone  by  this  contractor  untU  the  question 
of  modification  is  settled.  It  is  important  to  find  out  whether  any- 
thing could  be  done  to  authorize  the  department  to  go  ahead  with 
this  work  before  the  passage  of  the  naval  bill.  Now,  gentlemen,  as  to 
that  dock,  as  you  remember,  we  have  a  reliable  and  strong  financial 
contractor;  we  need  authority  to  go  on  with  the  work  of  making  the 
dock  longer.  There  is  a  feeling  of  confidence  that  the  dock  can  be 
finished  by  May,  1912. 

Mr.  Padgett.  That  ia  the  enlarged  project  ? 

Secretary  Meyer.  Yes ;  either  project.  The  contractor  says  it 
would  not  take  any  longer  to  make  the  dock  larger,  because  he  will 
increase  his  force  or  men;  if  we  can  go  on  with  the  work  now  the  dock 
can  be  made  700  feet  long,  110  feet  wide,  and  35  feet  on  the  sill.  The 
dock  is  worth — how  much  more,  would  you  say,  Mr.  Hobson,  being 
700  feet  than  600  feet? 

Mr.  Hobson.  It  would  be  invaluable;  you  could  not  estimate  the 
increased  value. 

Secretary  Meyer.  Well,  it  can  be  done  now  at  no  additional  ex- 
pense than  that  caused  by  the  additional  length;  if  the  dock  was 
nnished  as  now  proposed  and  later  on  it  was  decided  to  enlarge  it  to 
the  700  feet  it  woula  cost  a  great  deal  more  and  we  would  lose  the  use 
of  the  dock  during  new  construction.  This  is  one  of  the  important 
matters  before  the  committee. 

Mr.  Hobson.  What  is  the  estimate  of  the  Yards  and  Docks  t 

Secretary  Meyer.  It  is  $650,000.  I  simply  wanted  to  call  atten- 
tion to  the  fact  that  it  needs  immediate  action. 

Mr.  Roberts.  You  realize  that  positive  action  could  not  be  had  as 
to  the  lengthening  of  this  dock  in  the  near  future?  It  would  be  a 
month  or  two,  perhaps,  before  you  would  feel  authorized  to  go  ahead, 
even  if  this  committee  approved  of  the  matter. 

Secretary  Meyer.  If  the  committee  reports  the  bill  I  could  take  up 
the  matter  with  the  law  department,  as  1  would  not  want  to  commit 
Congress  in  any  way  that  would  be  improper,  and  I  would  see  if  the 
contractor  would  be  willing  to  take  a  chance  of  going  on  with  the 
work  within  the  next  sixty  days  at  his  risk. 

Mr.  Roberts.  You  would  make  a  tentative  contract  or  agreement 
with  him  ? 

Secretary  Meyer.  Yes;  I  would  ascertain  if  he  would  take  the  risk 
that  Congress  would  eventually  pass  the  bill. 

Mr.  Padgett.  I  would  like  to  ask  the  Secretary  if  he  regards  the 
navy-yard  in  the  industrial  phase  of  it  as  a  military  command  or  an 
industrial  operation  ? 

Secretary  Meyer.  Well,  I  have  taken  the  trouble  to  personally 
inspect  Portsmouth.  Norfolk,  Boston,  New  York,  and  Philadelphia, 
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find  I  do  not  see  any  possible  way  of  getting  rid  of  the  military  control 
of  the  navy-yards. 

Mr.  Padgett.  That  is  both  the  military  phase  of  it  and  the  indus- 
trial phase  of  it  must  be  under  military  control  ? 

Secretary  Meyer.  I  do  not  see  how  you  can  otherwise  get  efficient 
results  or  get  satisfactory  results,  taking  into  consideration  that  the 
ships  are  coming  in  there  and  that  the  work  on  them  is  done  while 
they  are  in  commission  on  the  recommendation  and  under  the  inspec- 
tion of  the  ship's  officers  who  .are  military.  Now,  my  idea — I  am  a 
civilian — is  to  get  the  benefit  of  civilian  work  as  much  as  possible. 
My  only  difference  with  the  committee  on  that  point  is  that  I  would 
lilce  to  see  the  shipbuilding  done,  as  much  as  possible,  and  even  recon- 
struction, where  it  is  very  extensive,  outside  of  the  navy  yards;  my 
method  would  be  to  do  as  much  as  possible  outside  of  the  vard;  to 
manufacture  as  little  in  the  yard  as  possible,  and  maintain  the  yards 
for  emergencies  and  for  ordinary  repair  wort. 

Mr.  Dawson.  Doesn't  it  occur  to  you  that  that  policy  simply 
strengthens  the  idea  that  there  is  a  part  of  the  work  in  the  navy-yard 
which  is  purely  industrial  ? 

Secretary  Meyeb.  Yes;  if  you  could  separate  the  two,  it  would  be, 
but  I  have  yet  failed  to  see  how  you  can.  I  do  not  think  you  can  put 
a  navy-yard  on  a  purelv  industrial  basis;  I  think  you  can  introduce 
a  lot  of  modem  methods.  There  ought  to  be  a  proper  cost  system 
and  there  ought  to  be  proper  inspection.  I  feel  tnat  if  the  policy  in 
the  past  had  been  along  the  lines  suggested  by  me  that  the  establish* 
ment  of  some  of  the  navy-yards  would  have  been  discouraged  and 
there  wouldn't  have  been  as  many  navy-yards.  Why?  There 
wouldn't  have  been  the  work  for  them  to  do.  The  policy  I  am  urging 
to-day  is  to  do  all  the  work  we  can  legitimately  outside  and  keep  these 
places  as  repair  plants. 

Mr.  Dawson.  In  the  carrying  out  of  this  plan  do  you  regard  it  as 
important  in  the  navy-vard — telow  the  commandant  himself,  begin- 
ning at  the  superintendent  of  the  two  divisions  and  from  that  point 
down — do  you  regard  it  as  of  any  importance  in  the  efficient  operation 
of  this  plant  that  the  question  of  military  rank  should  be  regarded  at 
all  or  considered  at  all  ? 

Secretary  Meyer.  If  *I  were  approaching  that  question  from  the 
point  of  a  manufacturer  I  should  say  no;  But  there  is  another  prob- 
lem, it  seems  to  me.  The  ship  of  to-day  is  a  great  big  floating  ma- 
chine; the  ship  of  the  future  nas  got  to  be  efficiently  kept  up;  the 
officer  of  the  ruture,  it  seems  to  me,  has  got  to  have  a  great  deal  of 
engineering  knowledge,  and  has  got  to  have  practical  knowledge,  and 
it  IS  of  incalculable  value  that  he  should  get  the  shop  experience  and 
should  be  employed  so  that  he  can  be  of  greater  practical  service  at 
sea. 

Mr.  Padgett.  Now,  in  the  report  of  the  Secretary  of  the  Navy  in 
1884 — that  is,  Mr.  Chandler's  report — I  see,  after  speaking  about  the 
division  of  the  work,  and  so  forth,  in  the  different  departments,  he 
says,  '^The  remedy  for  these  defects  must  be  found  in  placing  one 
technical  head — a  competent  shipbuilder — over  all  the  persons  en- 
gaged in  building  or  repairing  the  ship  *  over  the  work  on  the  hull, 
the  machinery,  and  the  equipment."  Now,  a  boat  is  to  be  built,  ana 
what  have  you  to  say  as  to  his  statement  that  a  competent  ship- 
builder shomd  have  supervision  over  it  I 
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Secretary  Meter.  Over  what  ? 

Mr.  Padgett.  The  building  of  the  ship. 

Secretary  Meyek.  Well,  as  I  understand  the  policy,  the  ships  are 
not  to  be  built  in  the  yards;  we  are  all  agreed  as  to  that,  I  under- 
stand. 

Mr.  Padgett.  Well,  I  will  change  the  Question.  Over  the  recon- 
struction of  the  ship:  I  do  not  mean,  now,  Duilding,  but  the  repairing 
of  the  ship. 

Secretary  Meter.  An  executive  officer  who  has  been  on  the  ship 
and  is  familiar  with  the  ship,  when  the  ship  is  being  repaired  would 
be  as  capable  a  man  as  you  could  find,  and  he  would  know  what 
was  necessary  and  what  was  not,  rather  than  a  builder. 

Mr.  Padgett.  That  might  be,  so  far  as  telling  what  is  needed  is 
concerned,  but  would  he  be  competent  to  superintend  the  actual 
doing  of  the  work,  the  handling  of  men,  and  the  direction  of  the 
execution  of  the  work  ? 

Secretary  Meter.  In  the  plan  proposed  everything  connected  with 
the  hull  is  to  be  under  an  expert,  a  man  who  is  technically  familiar 
with  it,  a  constructor;  and  everything  connected  with  machinery 
is  to  be  under  an  expert,  an  engineer.  Tney  actively  direct  the  work, 
aided  by  their  assistants. 

Mr.  Butler.  Mr.  Secretary,  it  seems  to  me  to  be  practically 
impossible  to  get  an  accurate,  or  anything  like  an  accurate,  account 
of  what  the  material  and  the  work  in  the  yard  cost  until  we  can 
have  an  opportunity  of  applying  the  progranune  which  you  have  out- 
lined, known  as  the  ''cost  and  accounting  system;"  am  I  right  in 
that? 

Secretary  Meter.  I  find  no  possible  way  of  ascertaininj;  without  it. 

The  Chairman.  Mr.  Hobson  wishes  to  ask  some  questions. 

Mr.  Hobson.  Mr.  Chairman,  the  hour  is  late,  and  what  I  wish  to 
lead  up  to  especially  is  the  Secretary's  tenacity  of  belief^  I  might  say, 
or  his  opinion  of  the  relative  importance  of  the  recommendations 
made  in  the  letter  of  recent  date  for  changing  the  appropriations  and 
the  transfers  of  appropriations.  I  have  oeen  absent  from  the  hear- 
ings, and  in  order  to  get  quickly  down  to  what  I  am  aiming  at  in  a 
short  time,  instead  of  asking  questions  I  will  ask  the  Secretary  to 
correct  me  if  the  assumptions  1  make  now  are  out  of  keeping  with 
the  organization  plan  he  has  proposed,  and  as  to  the  department 
organization  I  assume  that  it  is  based  on  the  fundamental  objective 
of  promoting  the  efficiency  of  the  fleet  in  war. 

Secretary  Meter.  Yes. 

Mr.  Hobson.  And  that  this  embraces  two  fundamental  parts,  the 
fleet  and  the  use  of  the  fleet,  and  of  those  two  fundamental  parts  the 
use  of  the  fleet  takes  precedence  of  the  fleet,  and  out  of  that  grows 
the  first  of  your  aids,  the  aid  for  operations  of  the  fleet  ? 

Secretary  Meter.  Yes,  sir. 

Mr.  Hobson.  That  takes  precedence  over  all  in  the  principle  of 
organization. 

Now,  then,  taking  fleet:  The  fleet  consists  of  the  ships  and  the  men 
who  fight  the  ships,  and  that  of  those  two  departments  the  men  who 
fight  the  ships  are  of  more  importance  than  tne  ships,  and  that  gives 
the  second  department,  that  of  aid  for  personnel;  am  I  correct  I 

Secretary  Meter.  Yes. 
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Mr.  HoBSON.  Then,  when  it  comes  to  the  ships,  there  are  two  funda- 
mental parts,  you  mi^ht  say,  of  the  ship;  one  is  hull  and  its  acces- 
sories, and  the  other  is  the  propelling  machinery,  motive  power;  am 
I  still  correct  ? 

Secretary  Meyeb.  Absolutely. 

Mr.  Hobson.  And  that  of  these  two  it  would  be  a  question  of  the 
conditions  in  war  time  as  to  which  should  preponderate  in  any  c[u^- 
tion  of  difference;  that  thej  ought  to  be  coordinate,  essentially, 
throughout,  but  in  any  (question  of  difference  the  final  test  would  be 
the  efficiency  of  the  smp  m  war.  I  assume  that  in  war,  in  battle,  the 
hull  and  its  accessories  would  be  the  damaged  part  of  the  ship,  from 
the  experience  of  wars;  that  the  motive  power  below  the  water  line 
and  below  the  protected  deck  would  be  not  greatly  involved  in  the 
question  of  repairs,  as  would  be  the  hull  and  its  fittings,  accessories. 

Secretary  Meyeb.  You  would  be  a  better  judge  of  that  than  I 
would,  but  I  would  suppose  that  the  hull  would  only  be  damaged 
when  the  fight  began,  wnile  derangements  to  the  machinery  occur  any 
time  they  are  running,  and  the  machinery  is  vitally  necessary  to  get 
the  hull  and  guns  into  the  fight. 

Mr.  Hobson.  My  assumptions  are  not  contrary  to  your  ideas  in  the 
organization  plan  thus  far » 

Secretary  Meyeb.  No. 

Mr.  Hobson.  That,  of  course,  brings  the  question  of  the  aid  for 
material,  and  he  covers  those  two  departments. 

Secretary  Meyeb.  You  realize  that  none  of  them  has  any  executive 
power  whatsoever.     They  do  not  even  sign  orders. 

Mr.  Hobson.  Yes. 

Secretary  Meyeb.  They  are  merely  eyes  and  ears, 

Mr.  Hobson.  That  brings  me  to  a  question  I  would  ask  with  regard 
to  that  organization.  Of  course,  as  to  the  aid  for  inspection,  all 
recognize  that  there  is  no  division  of  opinion  on  that. 

Secretary  Meyeb.  That  has  been  very  much  enlarged. 

Mr.  Hobson.  So  that  the  points  of  difference  are  Umited  down  to 
the  coordination  of  the  hull  and  its  accessories,  with  the  propelling 
machinery,  with  the  motive  power  ? 

Secretary  Meyeb.  Yes. 

Mr.  Hobson.  That  will  bring  us  to  the  navy-yard's,  and  I  want  to 
just  see  if  I  catch  the  spirit  of  the  plan. 

Mr.  Padgett.  May  1  just  ask  a  question  right  there  before  you 
leave  it,  with  your  permission,  Mr.  Hobson? 

Mr.  Hobson.  Certainly. 

Mr.  Padgett.  Mr.  Secretary,  in  your  first  hearing  I  notice  on  pa^ea 
98  and  &9, ' '  Section  3 .  The  Division  of  Operations  of  the  Fleet.  The 
aid  for  operations  shall  advise  the  Secretary,"  and  you  set  put  12 
divisions  there  of  duties  to  be  performed  by  this  aid.  I  would  like 
to  ask  if  joxx  have  any  idea  or  estimate  as  to  how  much  clerical  help 
and  force  it  would  require  this  aid  to  have  to  perform  his  duties  that 
are  prescribed  under  section  3;  pages  98  and  99.  under  those  12 
subdivisions  ? 

Secretary  Meyeb.  He  has  not  any  aid. 

Mr.  Padgett.  I  know,  but  how  much  is  it  contemplated  it  will 
require  for  him  in  the  future  ? 

pecretary  Meyeb.  I  do  not  contemplate  any  additional  force  be- 
yond what  has  been  doing  it. 
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Mr.  Padgett.  And  the  personnel  could  attend  to  and  dischaige  all 
of  the  compass  of  the  duties  required  t 

Secretary  Meyer.  He  may  be  called  upon  in  any  of  those  direc- 
tions.    He  has  to  familiarize  himself  to  give  expert  opinion. 

Mr.  Padoett.  Could  he  give  expert  opinions  safely  and  intelli- 
gently without  investigation  ? 

Secretary  Meyer.  No. 

Mr.  Padgett.  Could  he  investigate  personally  all  of  the  matters 
that  are  referred  to  him  t 

Secretary  Meyer.  If  he  has  not  already,  he  has  all  necessary  assis- 
tance in  the  War  College,  General  Board,  and  Naval  Intelligence  Office. 
I  might  answer  you  in  this  way:  Does  the  Attorney-General  know  all 
the  Taw  points  which  are  brought  up  to  himt  Not  at  all.  He 
appoints  some  assistant  to  look  up  the  statutes  and  cite  the  precedents. 

Mr.  Padgett.  He  has  a  large  clerical  force,  his  subordmate  force, 
to  help  him. 

Secretary  Meyer.  So  has  the  Navy  Department. 

Mr.  Padgett.  I  was  asking  now,  would  this  aid  require  a  subor- 
dinate force  of  clerks  or  subaids  ? 

Secretary  Meyer.  I  do  not  see  that  he  would.  For  the  greater 
part  of  the  aid  for  operations'  duties  he  has  the  assistance  of  the  Gen- 
eral Board,  War  College,  and  the  Office  of  Naval  Intelligence;  for 
making  out  the  orders  to  ships,  and  other  routine  matters  which  I 
sign  or  consult,  he  has  the  services  of  the  two  officers  and  three  clerks 
in  the  Bureau  of  Navigation  who  formerly  did  that  work. 

Mr.  Padgett.  That  is  the  idea  I  wanted  to  get. 

Secretary  Meyer.  I  can  not  imagine  why  there  should  be  any 
opposition  by  any  living  soul — I  am  not  referring  to  you  personaUy 
at  all 

Mr.  Padgett.  I  understand. 

Secretary  Meyer.  By  any  living  soul  that  the  Secretary  should 
get  all  the  information  ne  possibly  can. 

Mr.  Padgett.  Not  at  aU. 

Secretary  Meyer.  I  am  talking  generally.  It  seems  to  me  any 
organization  which  does  not  add  expense,  by  which  a  Secretary  of 
the  Navy  can  get  expert  information  in  any  direction,  is  advan- 
tageous. It  seems,  as  Mr.  Hobson  started  to  say,  if  there  is  a  man 
who  is  giving  his  entire  thought  and  study  to  the  movements  of  fleets 
and  coflecting  maps  and  coDecting  data  that  is  worth  just  so  much 
more  to  the  Secretary  of  the  Navy.  Then,  if  we  get  into  trouble, 
we  are  not  all  at  sea  and  have  to  start  with  an  advisory  board  sud- 
denly made  up  of  men  who  have  not  been  giving  tne  necessary 
thought  and  attention  to  the  subject. 

Mr.  Padgett,  I  hope  you  will  not  understand  my  question  as 
antagonistic. 

Secretary  Meyer.  Not  at  all;  let  me  turn  to  the  page. 

Mr.  Padgett.  It  is  page  98.  It  is  simply  to  get  into  the  record 
matters  of  information  that  we  may  be  able  to  give  to  the  House. 
To  make  the  matter  clear  I  will  read  the  several  duties: 

6.  (1)  The  aid  for  operations  shall  advise  the  Secretary  as  to  strat^c  and  tactical 
matters^  in  conjunction  with  the  recommendations  of  tKe  General  Board  as  covered 
by  section  7  of  this  chapter,  and  shall  also  advise  regarding  all  movements  of  naval 
vessels,  and  in  general  regarding  the  operations  of  the  vessels  of  the  navy. 

(2)  He  shall  prepare  all  orders  governing  the  movements  of  vessels  which  are  issued 
by  the  Navy  Department.    In  order  to  prevent  conflicting  instructionB,  and  to  con- 
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trol  the  readiness  of  ahipe  for  service,  all  communicationB  to  or  from  the  bureaus  of 
the  divisions  of  personnel  and  material  relative  to  the  readiness  or  condition  for  serv- 
ice of  shins  in  commission  shall  be.  forwarded  to  the  Secretary  of  the  Navy  direct;  but 
when  a  definite  date  has  been  approved  for  the  completion  of  repairs  or  changes, 
only  such  communications  as  may  affect  the  date  of  completion  shall  be  so  forwarded. 
All  reports  of  movements  of  ships  heretofore  made  to  the  Bureau  of  Navigation  shall 
hereafter  be  made  to  the  Secretanr  of  the  Navy  direct. 

(3)  He  shall  keep  the  records  of  service  of  all  fleets^  squadrons,  and  ships,  and  shall 
furnish  to  the  Bureau  of  Navigation  such  data  relating  thereto  as  may  be  necessary 
for  the  preparation  of  the  annual  Navy  Register. 

Secretary  Meyer.  Let  me  say  jight  there  that  that  has  been  done 
in  the  past,  only  it  has  been  done  in  the  Bureau  of  Navigation. 

Mr.  Padgett.  This  is  the  aid,  now. 

Secretary  Meyer.  I  know,  but  the  work  was  done  formferly;  it 
did  not  require  new  clerks  to  do  it. 

Mr.  Padgett  (continuing  reading) : 

All  reports  of  service  performed  by  ships  shall  be  forwarded  to  the  Secretary  ot 
the  Navy. 

(4)  He  shall  be  charged  with  the  promulgation  and  record  of  general  orders  and 
special  orders  issued  by  the  Secretary  of  the  Navy,  and  with  advising  the  Secretary 
as  to  the  enforcement  of  such  of  these  as  relate  to  operations  of  the  fleet. 

(5)  He  shall  be  charged  with  the  preparation,  revision,  and  advising  the  Secretary 
in  regard  to  the  enforcement  of  all  tactics,  drill  books,  signal  codes,  and  cipher  codes, 
and  with  the  preparation  and  revision  of  the  Regulations  for  the  Government  of  the 
Navy. 

(6)  He  shall  advise  the  Secretary  m  to  all  matters  pertaining  to  target  practice, 
steaming  efficiency  tests,  and  like  matters  of  fleet  training. 

(7)  He  shall  advise  the  Secretary  as  to  all  matters  pertaining  to  the  location  and 
other  features  affecting  the  military  value  of  wireless  telegraph  stations. 

(8)  He  shall  advise  the  Secretary  as  to  all  matters  pertainmg  to  operations,  maneu- 
vers (strat^ical  and  tactical),  and  oi^anization  of  the  fleet. 

(9)  He  shall,  in  conjunction  with  the  general  board,  make  recommendations  as  to 
the  military  features  of  all  new  ships,  as  to  any  proposed  repair  or  alteration  to  a  ship 
which  will  affect  any  military  feature,  and  as  to  the  expediency  of  undertaking 
extensive  repairs  to  any  ship. 

(10)  He  shall  make  recommendation,  in  conjunction  with  the  general  board,  r^ard- 
ing  tne  location,  capacity,  and  protection  of  coal  and  fuel  depots  and  supplies  of 
coal  and  fuel,  together  with  the  location,  equipment,  general  arrangement,  and  pro- 
tection of  naval  stations,  reserves  of  ordnance  and  ammunition,  and  depots  of  supplies, 
with  a  view  to  meeting  effectively  the  demands  of  the  fleet;  and  shall  advise  the 
Secretary  sm  to  controlling  the  delivery  to  the  fleet  of  provisions  and  stores  of  every 
kind  required  therefor.  He  shall,  in  conjunction  with  the  general  board,  recom- 
mend the  number,  type,  and  all  features  which  affect  the  military  value  of  all  dry 
docks  of  whatever  nature. 

(11)  Wlien  fuel  or  water  is  to  be  transported  for  the  use  of  ships,  the  aid  for  opera- 
tions shall  inform  the  Bureau  of  Supplies  and  Accounts  as  to  the  quantity,  place, 
and  time  of  delivery,  and  such  transportation  shall  be  made  in  naval  auxiliary  ships, 
under  the  direction  of  the  department,  or  in  merchant  vessels  chartered  by  tne 
Bureau  of  Supplies  and  Accounts,  as  circumstances  may  require. 

(12][  He  shall,  in  conjunction  with  the  general  board,  advise  the  Secretary  as  to 
coordinating  the  work  of  the  Naval  War  College  and  the  Office  of  Naval  Intelligence. 

Now,  with  all  that  array  of  duties  that  are  assigned  to  him,  I  was 
simply  asking  that  we  might  get  in  the  record  whether  or  not  this 
was  going,  either  in  the  present  or  in  the  future,  to  call  for  a  clerical 
force  to  enable  him  to  discharge  these  duties,  to  procure  this  inform 
mation  and  be  able  to  advise  tne  Secretary  intelligently,  or  whether 
he  would  undertake  to  do  it  in  proper  person  ? 

Secretary  Meyer.  It  will  require  some  transfers  ultimately.  Those 
things  have  all  been  done  heretofore.     For  instance,  wireless  tele- 

S-aphy  was  done  in  Equipment.     Certain  things  were  done  in  the 
ureau  of  Navigation^  and  are  being  done. 
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Mr.  Fadoett.  Will  all  these  thines  be  taken  out  of  these  other 
bureaus  and  put  under  the  charge  or  a  clerical  force  under  this  aid  ! 

Secretary  Meyer.^  The  law  does  not  permit  it. 

Mr.  Padgett.  Is  it  contemplated  to  ao  that  t        « 
'  Secretary  Meter.  Not  until  you  make  it  statutory. 

Mr.  Padgett.  All  that  the  aid  would  do,  then,  would  be  to 
so  to  these  separate  bureaus  that  have  this  and  ask  them  to  furnish 
nim  the  data,  and  he  would  digest  that  data  and  give  the  digested 
substance  to  you  ? 

Secretary  Meter.  Yes,  sir. 

Mr.  Padgett.  I  wanted  to  get  that  clear. 

Secretary  Meter.  Of  course,  if  you  make  it  statutory,  it  can  be 
done. 

The  Chairman.  Now,  Mr.  Hobson. 

Mr.  Hobson.  It  becomes  more  a  matter  of  my  asking  if  I  am  con- 
struing the  spirit,  but  I  will  simply  mention  that  these  aids  are  onlj 
advisory  at  present.  According  to  my  understanding  of  the  spirit 
of  the  plan,  it  is  fundamental — I  might  say  it  has  my  hearty  sym- 
pathy— and  I  can  see  that  before  very  long  you  will  have,  perhaps,  to 
give  us  recommendations  of  persoimel  to  meet  that  organization, 
and  I  can  see  here  that,  of  course,  irrespective  of  other  chiefs  of 
bureaus,  hull  and  accessories  would  nave  to  have  an  officer  with  the 
rank  of  rear-admiral,  propelliiig  and  motive  would  have  to  have  an  offi- 
cer with  the  rank  of  rear-admiral,  the  aid  to  inspection  would  have  to 
have  an  officer  with  the  rank  of  rear-admiral,  and  then,  to  bring  those 
two  together,  the  hull  and  accessories  and  propelling  machinery,  we 
would  nave  to  have  a  vice-admiral  for  the  aid  of  material,  and  then, 
coordinate  with  him,  the  aid  to  personnel,  a  vice-admiral,  and  then 
to  have  coordinate  with  the  whole  use  of  the  navy  we  would  have  to 
have  an  admiral  as  an  aid  for  operations.  I  do  not  wish  you  to  com- 
mit yourself  to  that  at  all. 

Secretary  Meter.  I  do  not  think  I  will.     [Laughter.] 

Mr.  Hobson.  But  I  will  say  that  is  my  idea  of  the  evolution  of  the 
persoimel,  carrying  out  the  whole  spirit. 

Secretary  Meter.  I  think  the  recommendation  from  the  President 
for  the  personnel  bill  will  come  in  soon. 

Mr.  Hobson.  That  brings  us  down  to  the  question  of  the  organiza- 
tion of  the  navy-yards  and  operations  of  the  navy-yards.  Of  course 
you  will  agree  that  the  object  of  those  navy-yards  is  to  promote  the 
objective  of  the  navy,  efficiency  of  the  fleet  in  time  of  war,  and  that 
it  is  not  in  the  nature  of  a  manufacturing  -establishment  to  supply 
the  fleet.  I  believe  we  all  agree  that  will  be  supplied  by  commercial 
establishments.  It  becomes,  then,  a  question  of  the  repair  of  the 
fleet,  keeping  the  fleet  in  efficient  condition  in  time  of  war.  I  assume 
that  the  first  line  of  battle  will  be  fought  by  the  leading  ships,  the 
up-to-date  ships,  and  that  it  may  be  more  or  less  of  a  draw,  assuming 
that  two  efficient  nations  are  fighting  each  other. 

Secretary  Meyer.  May  I  ask  you  how  long  you  think  that  first 
battle  would  last  ? 

Mr.  Hobson.  It  would  depend  on  the  two  commanders. 

Secretary  Meyer.  Answer  me,  if  you  please;  because  you  know 
better  than  anybody  else. 

Mr.  Hobson.  I  do  not  wish  you  to  put  me  in  the  position  of  assum- 
ing how  long  such  a  battle  would  last. 
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Secretary  Meteb.  In  all  probability,  not  exactly;  in  all  probability 
how  lon^  would  that  battle  last? 

Mr.  lS>BSON.  I  should  think  it  would  last  a  long  time,  most  of  the 
daylight  of  the  day,  unless  the  one  who  is  being  worsted  decides  to 
close  in  to  close  quarters,  and  then  with  torpedoes  it  would  soon  be 
over.  But  to  get  down  to  the  spirit  and  the  purpose  for  which  these 
yards  exist,  I  assume  that  after  that  first  engagement  a  great  deal 
may  depend  on  the  relative  rapidity  with  which  either  nation  can  put 
another  efficient  fleet  on  the  sea. 

Secretary  Meter.  Is  not  that  an  argument  for  the  rep&ii'  sbip ' 

Mr.  HoBSON.  It  certamly  is;  I  was  getting  to  that.  That  is,  then^ 
the  repair  of  crippled  ships. 

Secretary  Meyeb.  Thev  will  not  have  time  to  go  thousands  of 
miles  to  a  navy-yard.  The  imits  would  be  out  of  it  too  long,  would 
they  not  ? 

Mr.  HoBSON.  That  would  be  of  equal  consequence  to  both  nations. 
I  am  assuming  that  the  nation  after  the  first  pattle  that  can  put  the 
second  line  of  defense  in  the  field  in  efficient  condition 

Secretary  Meyer.  And  therefore  the  fleet  which  had  a  repair  ship 
on  hand,  a  modem,  up-to-date,  repair  ship,  which  could  put  those 
vessels  so  that  they  would  be  in  fighting  condition,  would  have  the 
advantage  over  the  other  which  would  send  them  away  back  to  the 
navv-yard  1 

MT.  HoBSON.  I  agree  with  you  on  the  fundamental  principle  of  a 
repairing  force  aboard  ship  and  the  capacity  of  the  officers  aboard 
that  ship  to  repair  that  snip  beyond  anything  they  can  do  to-day. 
It  ought  to  be  encouraged,  and  it  is  a  very  gratifying  thing  the  way 
the  officers  have  taken  hold  of  that.  But  we  are  now  getting  back  to 
the  navy-yards.  There  are  repairs  to  those  ships  after  battle  that 
can  not  be  made  at  sea;  wounded  ships  have  to  return  to  the  navy- 
yard,  and  we  come  to  the  fundamental,  primary  object  of  that  navy- 
yard,  to,  within  the  shortest  time,  put  those  crippled  ships  back  into 
efficient  condition  to  take  to  sea,  and  from  that  second,  or  by  that 
time  it  may  be  third,  line  of  defense — maybe  the  second  line  of  de- 
fense had  already  engaged,  and  thev  might  have  a  tie,  and  the  whole 
issue  of  war  might  depend  on  the  third  line  of  defense,  the  repairs  of 
the  vessels  injured  on  the  first  line  of  battle.  Now  we  get  down  to 
the  fundamental  object  of  that  navy-yard.  I  take  this  time,  Mr. 
Secretary,  because  of  your  bringing  out  the  matter  of  reducing  the 
capacity  of  the  yard  for  large  repairs. 

Secretary  Meyer.  I  would  not  reduce  the  capacity.  I  would  leave 
all  the  shops  there  and  have  the  docks  there ;  but  I  would  not  have  the 
largest  repairs  done.  I  would  put  them  out  to  the  lowest  bidder, 
because  I  feel,  in  case  of  war,  we  are  not  going  to  limit  our  resources 
merelv  to  our  navy-yards.  We  are  hoping  to  use  all  our  resources, 
and  if  we  do  not  have  the  big  shipbuildmg  concerns — and  that  is  the 
reason  I  quoted  the  report  of  the  English  Admiralty,  how  they  have 
been  in  tne  past  giving  the  repairs  out,  and  now  they  are  in  a  very 
stronff  position  on  account  of  these  big  concerns  having  been  built  up, 
and  tney  have  the  advantage  of  those  resources.  We  have  very  few. 
I  see  the  advantage  of  their  existence,  and  their  existence  on  a  very 
strong  basis. 

Mr.  HoBsoN.  I  wish  to  say  that  I  am  in  thorough  sympathy  with 
you  there^  and  if  the  efficiency  and  existence  of  private  yards  were  at 
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stake,  or  even  largely  involved  in  this  policy  of  the  navy-yards,  it 
would  require  more  consideration. 

Secretary  Meyer.  I  feel  they  are  partly  at  stake,  from  what  I  can 
learn. 

Mr.  HoBSON.  In  the  matter  of  repairing) 

Secretary  Meter.  In  the  matter  of  getting  sufficient  work  to  keep 
them  going. 

Mr.  HoBSON.  Sufficient  work,  yes;  but  in  the  matter  of  repair 
work? 

Secretary  Meyer.  No. 

Mr.  HoBSON.  Then  that  brings  us  down  to  this  question  of  the  yard 
as  a  station  and  base  from  \mich  to  put  these  wounded  ships  as 
quickly  as  possible  back  into  fighting  trim  to  take  to  sea.  What  will 
be  the  nature  of  the  injuries  1  I  believe  that,  where  ships  have  not 
been  sunk,  and  consequently  their  bowels  have  not  been  flooded  so 
that  the  propelling  machinery  has  not  been  subjected  to  immersion 
and  deterioration,  the  experience  with  modem  battle,  with  metal 
ships,  would  show  that  the  overwhelming  proportion  of  damage,  and 
consequently  of  the  repair  work,  would  be  found  for  the  hull  and  its 
accessories;  that  if  the  vitals  of  the  shi|)S  are  pierced  by  the  enemy, 
the  chances  are  that  ship — that  is,  the  vitals  wnere  the  motive  power 
is  kept — ^the  ship  woula  never  reach  the  port  for  such  repairs.  In 
this  last  analvsis  the  spirit  and  purpose  of  having  a  navy-yard 
equipped  for  the  best  service  in  time  of  war  would  be  the  repair  in  the 
quickest  way  and  the  best  way  of  injuries  to  hull  and  accessories. 
That  being  the  case,  the  question  now  arises  as  to  the  transfer,  to 
come  to  tne  practical  object  of  my  question;  I  assume  you  agree 
with  me,  Mr.  Secretary,  in  the  statements  I  have  just  made;  and  the 
transfer  of  these  accessories  range  in  the  bill  from  the  bureau  that 
has  control  of  hull  and  accessories  to  the  bureau  that  has  control  of 
propelling  machinery. 

Secretary  Meyer.  I  do  not  quite  understand. 

Mr.  HoBSON.  In  this  recommendation,  the  practical  recommenda- 
tion you  have  made  to  the  comrnittee,  the  object  of  all  the  hearings, 
is  to  transfer  certain  appropriations  from  certain  bureaus  to  other 
bureaus  so  that  you  can  carry  out  your  idea  of  your  organization  ? 

Secretary  Meyer.  Those  transfers  are  a  million  and  a  quarter 

Mr.  HoBSON.  I  will  get  down  to  those  in  detail  in  a  moment. 

/^ithout  going  through  the  long  series  of  questions  to  you,  I  simply 
want  to  bring  out  that  the  question  of  the  hull  and  accessories  ana 
the  capacity  to  repair  those  very  rapidly  is  fundamental  in  the  equip- 
ment and  methods  of  the  navy-yards. 

Secretary  Meyer.  Yes. 

Mr.  HoBSON.  And  that  this  recommends  the  transfer  of  certain 
hull  and  accessories  from  the  bureau  in  charge  of  hull  and  accessories 
to  the  bureau  in  charge  of  motive  power,  because  of  the  fact  that  it 
involves  the  use,  more  or  less  extensive,  of  power  and  turning 
machinery. 

Secretary  Meyer.  No.  It  means  the  transfer  of  some  few  machines 
from  hull  to  machinery,  and  some  from  ordnance ;  and  also  transfers 
certain  hull  accessories  to  the  bureau  in  charge  of  hull. 

Mr.  HoBSON.  And  I  just  wish,  without  even  questioning  you  on  it, 
to  indicate  that  that  ought  to  be  done,  of  course,  with  great  care,  so 
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as  not  to  conflict  with  the  primary  purpose  for  which  that  yard 
exists. 

Secretary  Meyer.  Yes. 

Mr.  HoBSON.  I  just  wish  to  ask  you  if  you  agree  with  me  there  ? 

Secretary  Meyer.  Yes;  I  think  so,  though  your  question  is  not 
quite  clear  to  me. 

Mr.  HoBSON.  The  next  point  is  in  such  a  transfer,  even  if  there 
were  no  conflict  with  the  prmciple,  the  question  of  economy,  of  course, 
is  one  of  first  importance  with  the  committee,  and  therefore  the 
immediate  competency  of  the  personnel  involved  is  of  fundamental 
importance  in  this  bill.  Now,  I  w^ould  come  to  put  it  in  a  simple, 
concrete  form,  and  do  you  think  at  the  present  juncture,  when  you 
are  putting  your  oi^anization  into  effect,  and  when  putting  it  mto 
effect  does  not  involve  a  question  of  a  few  accessories  one  way  or  the 
other,  the  principle  of  it,  do  you  think  that  the  personnel  of  the  bu- 
reau for  jpropellmg  machinery,  motive  power,  is  prepared  to  take 
right  hoW  of  this  new  work  for  null  and  accessories  aunng  the  coining 
year}  I  want  to  bring  out  this  point.  I  think  you  touched  the  gist 
of  what  I  am  aiming  at  when  you  said  sooner  or  later  it  must  go  there, 
and  it  is  just  a  question  whether  it  had  not  better  be  later  than  sooner, 
and  that  would  involve  a  question  whether  the  personnel  that  is  now 
handling  it,  irrespective  of  principled,  whether  it  belongs  to  that  per- 
sonnel, whether  it  is  now  doing  it  efficiently.  I  will  put  that  in  the 
form  of  a  question.  Is  the  personnel  that  is  now  in  charge  of  the 
work  concerning  these  hull  accessories  that  are  transferred  from  the 
Bureau  of  Construction  and  Repair  to  the  Bureau  of  Steam  Engineer- 
ing competent  to  accomplish  the  work  efficiently? 
^Secretary  Meyer.  I  tnink  there  is  no  doubt  of  it.  The  Enrineer- 
ing  Bureau  now  has  the  greatest  amount  and  variety  of  machinery, 
and  they  will  have  no  difficulty  in  taking  care  of  the  simple  auxiUary 
machines  which  are  to  be  transferred  from  Construction  and  Repair. 
The  greatest  amount  of  auxiliaries  will  come  from  Equipment,  and 
will  be  under  the  same  line  officers  who  are  now  handling  mem  in  the 
Engineering  Bureau  under  Cone. 

Mr.  HoBSON.  I  do  not  want  to  get  into  any  controversial  phase  of 
this  question,  because  I  want  to  avoid  that.  I  have  been  away  from 
it,  and  I  do  not  want  to  get  into  it. 

Secretary  Meyer.  I  agree  with  you  thab  before  the  transfer  is 
made  we  would  have  to  have  great  care  and  satisfy  ourselves  that 
it  is  really  advantageous.  But  the  principle,  the  policy,  which  I 
am  urging  is  to  get  things  logically  together.  I  have  no  preference 
for  one  bureau  over  another.  These  gentlemen  are  all  new  to  me. 
I  did  not  come  in  with  any  pets  or  any  special  friends.  I  merely 
want  to  get  everything  that  is  machinery  or  motive  pow^er,  if  I  can 
do  it  with  best  results,  under  one  bureau,  and  everything  that  is 
construction  and  hull  under  another  bureau.  We  are  now  tenta- 
tively considering  certain  devices  for  propulsion  with  the  Greneral 
Electric  people  and  the  Westinghouse  people  which  will  come  under 
the  Bureau  of  Engineering,  and  it  is  important  in  this  connection 
that  electricity  be  under  steam  engineering. 

Mr.  HoBSON.  I  understand  that.  Just  one  citation  and  then  I 
am  through  with  that  particular  point.  I  do  not  want  to  dwell  on 
it :  it  might  bring  up  controversy.  But  in  reviewing  these  hearings — 
while  I  have  had  no  time  to  review  them  carefully  I  did  get  partly 
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through — I  notice  that  Rear- Admiral  Cone — and  I  do  not  wish  to 
throw  any  bouquets  here,  but  I  think  he  is  a  splendid  oflScer — has 
very  frankly  and  properly,  as  I  see,  taken  the  position  that  they 
need  experience,  shop  experience.  I  see  that  you  have  recognized 
that,  too ;  you  quote  nim  on  page  323  of  the  hearings  as  saying  that 
even  in  the  fleet  there  thev  would  meet  together  partly  for  their 
inexperience  and  advise  with  each  other,  and  then,  in  his  own  testi- 
mony on  page  371,  in  speaking  of  the  question  of  economy,  he  said 
that  the  line  officers,  in  a  few  years  from  now,  would  have  a  great 
manv  more  ideas  of  economy  than  they  have  now,  and  goes  on  to 
speak  of  them  as  having  very  few  qualifications  at  present.  I  merely 
cite  that,  not  to  precipitate  controversy  at  all,  but  to  indicate,  per- 
haps, the  wisdom  of  postponing  the  placing  upon  them  of  this  new, 
extensive  work  just  at  the  time  when  you  are  putting  a  new  system 
into  effect. 

Secretary  Meyer.  That  is  worthy  of  consideration,  but  I  don't 
think  Mr.  iCone  feels  that  way.     We  might  read  what  he  said  again. 

Mr.  HoBSON.  And  I  want  to  ask  you  now  if  you  hold  particularly 
important  the  transfer  marked  on  page  18  of  your  letter  of  revised 
estimates,  found  in  the  words  in  italics  near  t&e  bottom  of  the  first 
column,  where  it  says:  "Provided  that  no  part  of  this  sum  shall  be 
expended  for  electric  or  other  power  motor  or  machines  directly 
connected  thereto,"  meaning  that  they  can  not  now  continue  the 
work  that  these  auxiliaries  and  accessories  have  heretofore  done. 
Do  you  hold  strongly  to  that  ? 

Secretary  Meyer.  I  do.  I  thought  it  was  very  important  to  carry 
out  the  programme  to  get  all  motive  power  and  all  machinery  under 
one  bureau. 

Mr.  HoBSON.  If  you  will  permit  an  interruption,  can  you  do  that 
at  once,  Mr.  Secretary  ? 

Secretary  Meyer.  I  agree  with  you;  it  should  receive  serious  con- 
sideration, and  I  have  given  it  that.  I  would  have  no  wish,  for  the 
sake  of  carrying  out  a  plan,  to  force  work  on  another  bureau  if  they 
were  not  prepared  for  it,  but  they  are  quite  prepared  for  it.  The 
same  officers  who  are  now  doing  the  electrical  work  in  equipment 
will  do  it  in  engineering  when  the  transfer  is  made. 

Mr.  HoBSON.  And  furthermore,  j^ou  do  not  want  to  endanger  the 
success  of  your  plan  ? 

Secretary  Meyer.  No. 

Mr.  HoBSON.  These  earnest  and  zealous  young  officers,  who  are 
willing  to  tackle  the  universe,  are  willing  to  grapple  with  it,  if  you 
put  it  on  them.  But  the  question  is,  when  you  come  down  to  recom- 
mending to  us  in  this  measure,  what  things  you  hold  to  as  being 
fundamental  to  promote  your  plan. 

Secretary  Meyer.  I  was  in  doubt  myself  in  the  beginning,  and  took 
the  be«t  expert  information  that  I  could  get,  and  I  studied  the 
matter,  and  I  became  satisfied. 

Mr.  HoBSON.  Pardon  me  an  interruption  there;  did  you  consult 
with  the  Chief  of  the  Bureau  of  Construction  and  Repair  ? 

Secretary  Meyer.  Not  personally  on  taking  away  the  little  he 
loses,  but  1  got  his  views  in  writing,  and  I  also  asked  him  to  look  into 
and  report  to  me  as  to  navy-yard  organization  in  England  and 
Germany.  I  asked  Admiral  Ro^gers,  too,  because  I  wanted  to  get 
them  both  in  writing.    Then,  as  regards  the  changes,  Mr.  Capps  first 
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gave  me  his  recommendations  is  his  Speny  report,  and  then  I  asked 
him  to  put  his  views  into  writing,  which  he  nas  also  forwarded  to 
the  committee^ — he  asked  me  if  he  could  and  I  said  certainly — his 
views  on  auxiliary  engines.    So  I  have  both  Cone's  and  Capps's. 

Mr.  HoBSON.  Have  you  gone  into  the  present  qualifications  of  the 
personnel  of  the  two  corps  as  to  electrical  appliances  and  auxiliary  ? 

Secretary  Meyer.  As  regards  electrical  appliances,  yes;  as  re- 
gards auxiliary,  it  seems  to  me  that  a  bureau  that  can  handle  the 
machinery  plant  of  a  ship  can  handle  without  difficulty  the  steering 
and  anchor  engines,  whicn  are  insignificant  in  power  and  quite  simple 
compared  to  tne  other  machinery. 

Mr.  HoBSON.  I  have  not  gone  through  it  all,  but  I  assume  I  am 
not  at  variance  with  the  burden  of  the  information  that  has  come  to 
you,  that  since  the  abolition  of  the  cadet  engineers — that  is,  in 
the  early  eighties,  as  I  remember — the  construction  corps  has  had 
very  much  more  of  both  the  training — that  is,  the  educational  work — 
and.  the  practical  work  of  these  accessories  and  also  of  practical 
engineering  ? 

Secretary  Meyer.  Under  electrical  engineering  the  men  that  have 
come  to  the  front  have  been  known  as  prominent  electricians,  have 
been  line  officers,  and  I  believe  I  do  not  recall  a  constructor,  do  you  ? 

Mr.  HoBSON.  I  understand  those  who  have  been  in  the  shops  nave 
made  a  specialty  of  it. 

Secretary  Meyer.  I  mean  as  far  as  the  world  knows. 

Mr.  HoBSON.  I  refer  to  those  who  have  to  take  hold  of  the  work. 
Take  Admiral  Cone  himself.  His  classmates  were  cadet  engineers 
along  with  him  and  have  come  into  the  construction  corps,  and  they 
have  gone  on  with  post-graduate  work  in  those  things,  and  then  the 
practical  carrying  out  or  execution  of  it  in  navy-yards  for  a  great 
many  years? 

Secretary  Meyer.  Of  course  in  England  they  have  made  electricity 
a  separate  division. 

Mr.  HoBSON.  It  would  not  be  much  different  from  ours.  They 
give  their  constructors  and  their  engineers,  too,  their  advance  work 
m  electrical  engineering? 

Secretary  Meyer.  Tney  do  not  put  it  under  construction  there — 
they  separate  it  from  machinery  and  construction  in  the  navy-yards. 

Mr.  HoBSON.  And  they  give  the  officers  in  both  those  departments 
very  thorough  post-graduate  work;  but  there  are  a  few  who  go  to 
Greenwich  and  take  that  work  in  engineering  and  other  things. 

Mr.  Padgett.  I  woidd  like  to  interrupt  there  just  to  ask  the  Secretary 
if  he  has  given  any  consideration  to — what  was  his  opinion  upon — the 
policy  of  establishing  a  corps  that  would  embrace  both  the  construction 
and  the  engineering,  whicn  corps  should  be  largely  nonseagoing,  but 
with  enough  seagoing  experience  to  give  them  practical  experience 
and  knowledge.  That  seems  to  be  the  practice  in  Germany  and 
France  and  England,  substantially. 

Secretary  Meyer.  There  was  a  report,  Mr.  Padgett,  made  in  1907, 
by  the  personnel  board. 

Mr.  Padgett.  The  Bonaparte  report  ? 

Secretary  Meyer.  I  think  Newberry  was  the  Assistant  Secretary 
at  the  time. 

Mr.  HoBSON.  1906,  then. 
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Secretary  Meteb.  Which  I  have  studied  with  a  view  to  seeing  if 
such  apohcy  would  be  advisable. 

Mr.  Padgett.  Reading  that  report  was  what  prompted  me  to  ask 
you  if  you  had  given  that  matter  consideration. 

Secretary  Meyeb.  I  am  very  much  impressed  with  parts  of  it. 

Mr.  HoBSON.  That  brings  us  to  the  practical  point  again,  bearing 
on  this,  that  they  are  b^inning  such  post-graduate  work  for  the 
specialties,  I  understand,  at  Annapolis,  and  ultimatelv  will  give  to 
tne  navy  a  personnel  that  can  take  hold  of  that  work.  But  while 
waithig,  in  tne  meantime,  before  that  is  all  thrashed  out,  and  coming 
down  to  the  practical  recommendations  to  this  committee,  do  jou 
hold  strongly  to  the  reconunendation  that  the  question  of  the  various 
accessories  mvolved  in  the  transfer  from  Equipment  to  Steam  Engi- 
neering is  the  bodily  transfer  of  the  electrical  appliances  and  accesso- 
ries, do  you  hold  strongly  to  that  clause  of  your  reconunendation  I 

Secretary  Meteb.  les;  in  order  to  carry  out  the  logical  plan  of 
having  everything  that  is  motive  power  and  machinery  under  one 
bureau,  it  is  necessarv  to  do  it;  tnere  are  many  other  advantages 
which  I  have  prc^^ously  given. 

Mr.  Hobson.  Can  you  do  it,  Mr.  Secretary,  now?  That  is,  eco- 
nomically and  efficiently  1 

Secretary  Meyeb.  My  answer  is  yes. 

Mr.  Hobson.  You  could  not  do  it  if  there  was  a  change  in  this 
appropriation  ? 

secretary  Meyeb.  There  has  been  a  suggestion  made  that  this 
could  go  through  in  a  form  in  which  it  would  not  commit  the  com- 
mittee, and  would  leave  it  possible  for  the  Secretarv  to  transfer  it 
for  a  year.  Whether  that  would  be  the  action  of  the  committee  I 
can  not  say,  but  that  amendment  has  been  drawn  to  that  effect,  and 
it  would  allow  the  Secretary  of  the  Navy,  ii  he  saw  fit,  to  take  the 
responsibility  of  that  change,  and  yet  when  the  committee  met  a 
year  from  now  they  would  not  be  bound  by  it. 

The  Chaibman.  I  have  never  seen  it  that  I  know  of. 

Secretary  Meyeb.  I  will  see  that  you  get  a  copy,  Mr.  C!hairman. 

The  Chaibkan.  Thank  you. 

Mr.  Hobson.  You  referred  to  the  increase  of  the  estimates  of  both 
bureaus  for  the  next  year,  provided  this  recommendation  is  put  into 
effect. 

Secretary  Meyeb.  As  I  remember,  the  Bureau  of  Construction 
would  be  about  $9,700,000,  and  Engineering  would  be  $9,080,000. 

Mr.  Hobson.  That  $9,700,000  for  the  Bureau  of  Construction  takes 
in  what  has  been  added  here  from  Equipment  ? 

Secretary  Meyeb.  Yes,  about  $880,000  added  from  Equipment. 

Mr.  Hobson.  And  that  is  chiefly  in  hemp,  wire,  iron,  carpets,  and  so 
forth — purchased  material? 

Secretary  Meyeb.  Sundry  things. 

Mr.  Hobson.  So  that  for  manufacturing  material  it  would  be  a 
net  decrease  in  the  Construction  and  Repair;  for  the  Bureau  of 
Steam  Endearing  the  increase  is  so  much,  and  something  from 
Steam  Engmeering. 

Secretary  Meyeb.  I  am  not  looking  at  it  from  that  point  of  view  at 
all,  Mr.  Hobson.  As  a  result  that  shows  that  Construction  and  Re- 
pair still  has  a  large  appropriation.  I  merely  cited  it  because  the  im- 
pression has  been  given  out  that  they  were  being  reduced  in  impor- 
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tance.  That  is  not  the  mtent.  The  intent  is  merely  to  confine  in  one 
bureau  everything  that  refers  to  hull  and  construction,  and  in  another 
bureau  everything  that  refers  to  machinery.     I  cited  what  the  New- 

Eort  News  Ck)mpany  has  done,  what  the  New  York  Shipbuilding 
bmpany  has  done,  simply  to  show  we  are  not  doing  anytning  con- 
tranr  to  what  the  best  commercial  organizations  have  done. 

Mr.  HoBSON.  That  I  understand  perfectly  in  your  scheme,  but  you 
come  down  to  practical  reconmiendations  here  that  affect  the  Question 
of  economy,  and  therefore  the  question  of  whether  it  ought  to  Tbe  done 
or  not  by  this  committee.  It  resolves  itself  into  tnis:  Shall  one 
bureau  be  reduced  in  its  manufacturing  operations  when  there  is  no 
evidence  of  inefficiency,  and  another  bureau  be  given  between  two 
and.  three  milUon  dollars  of  an  increase  of  manufacturing  operations 
when  it  has  not  made  any  preparation  for  adding  suddenly  that 
responsibility? 

Secretary  Meyeb.  It  is  not  a  question  of  manufacturing  operations. 
They  buy  these  thin^.  One  might  say  the  same  about  ordnance. 
We  are  taking  electricity  from  Ordnance  as  well  as  from  Construction. 
As  far  as  the  greatest  amount  of  transfer  goes,  it  simply  means  trans- 
ferring an  electrical  division,  with  its  officers,  from  Equipment  to  the 
Engineering  Bureau. 

Mr.  Hobson.  But  you  are  not  taking  many  ordnance  accessories 
that  have  been  there  for  many,  many  years. 

Secretary  Meteb.  I  am  trying  to  get  the  bureaus  into  logical 
divisions;  we  transfer  ordnance  motors,  which  they  have  always  nad. 

Mr.  Hobson.  It  is  not  a  question  of  the  ordnance.  I  do  not  think 
the  cjuestion  of  efficiency  would  be  affected  there.  Ordnance  will 
continue  to  do  this  ordnance  work.  But  two  and  a  half  to  three 
miUions  of  dollars  that  would  be  expended  if  this  were  carried  out 
would  be  in  the  hands  of  men  who  had  not  been  doing  that  work  and 
who  have  only  been  put  on  notice  for  a  few  months  to  get  ready  to 
do  it. 

Secretary  Meteb.  The  identical  men  will  continue  to  do  the 
electrical  work,  and  the  total  increase  of  other  work  (from  0.  &  R.) 
amounts  to  only  $275,000.  And  those  men  have  to  do  that  work 
when  they  are  at  sea.  They  have  to  keep  it  all  in  order,  and  they  are 
with  it  afl  the  time.  Construction  and  Repair  only  has  charge  when 
it  is  put  into  the  ship  now,  and  after  that  the  engineers  have  entire 
charge  of  it.  They  have  to  keep  them  in  order,  these  auxihary 
engines  and  the  steering  engines.  They  are  furnishing  power  for 
them,  and  the  engines  have  been  kept  away  from  the  engme  room, 
causing  a  lot  of  piping  that  is  unnecessary,  and  the  result  would  be 
we  would  take  those  engines  and  put  them  in  the  engine  room  where 
they  belong. 

Mr.  Hobson.  That  is  all  right  where  it  has  been  maintained  before 
afloat  by  a  corps  of  engineers,  or  Une  officers  acting  as  engineers,  but 
when  it  comes  to  the  yard  work,  when  the  chief  engineer  mmself  has 
stated  that  they  are  lacking  in  experience  for  that  yard  work,  the 
question  is  simply,  do  you  hold  strongly — I  do  not  want  to  argue  the 
point  with  you;  I  want  to  get  to  a  basis  for  action  in  the  committee 
on  these  recommendations—nio  you  hold  strongly  to  that  transfer  of 
those  accessories  ? 
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Secretary  Meyer.  I  am  convinced  that  it  is  the  logical  thing  to  do, 
but  my  answer  would  be,  Mr.  Hobson,  at  the  end  of  a  year  oi  trial  it 
would  be  possible  to  demonstrate  clearly  why  it  should  be  there. 

Mr.  Hobson.  Would  you,  then,  advise  malang  a  test  of  your  system, 
allowing  an  important  part  of  the  suggested  system  to  go  into  opera- 
tion without  adequate  preparation  of  the  personnel,  and  would  that 
really  be  a  fair  test,  if  a  year  from  then  these  inexperienced  officers  had 
made  a  failure,  or  had  made  errors  ? 

Secretary  Meyer.  I  can  not  agree  with  you  that  the  officers  are 
inexperienced  in  the  axixiliary  engines.  They  have  more  experience 
with  them  than  the  man  who  has  been  puttmg  them  in.  The  elec- 
trical work  under  Construction  and  Repair  has  been  purchased  from 
either  Westinghouse  or  the  General  Electric.  The  application  of  it, 
after  it  has  been  put  in  order,  has  been  carried  out  by  tne  men  at  sea. 
The  purchase  can  be  directed  just  as  well  from  one  bureau  as  another, 
and  the  men  of  that  bureau,  who  have  the  maintenance  of  it,  c^n 
have  the  practical  application  of  it  twenty  years  during  the  life  of  the 
ship.  It  seems  to  me  much  better  that  they  should  be  putting  it  in, 
ana  it  is  much  better  that  those  engines  should  go  in  that  part  of  the 
ship  where  they  naturally  belong. 

Mr.  HoBSON.  The  maintenance  of  these  auxiliaries  afloat  is  entirely 
different  from  the  installation  of  those  auxiliaries  in  the  navy-yard, 
and  their  repair,  and  those  two  ought  not  to  be  confoimded.  The 
reason  why  Admiral  Cone  in  his  fleet  called  together  all  the  officers 
to  accommodate  those  who  had  had  shop  experience,  in  view  of 
future  repairs,  was  that  he  recognized,  that  they  did  not  have  the 
equipment  to  take  hold  of  the  fundamental  question  of  shopwork 
involved.     It  is  a  question  of  shopwork. 

Secretary  Meyer.  The  shopwork  of  electric  dynamos,  and  so 
forth,  has  nothing  to  do  with  it;  they  are  purchases.  And  Mr.  Cone 
tells  me  the  engineers  were  called  together  to  discuss  the  big  engineer- 
ing problems  and  economies,  not  to  discuss  shopw^ork. 

Mr.  HoBSON.  I  understand  the  purchases,  but  the  installation  and 
repair  in  the  nav>''-yard  that  they  refer  to;  that  is  what  this  means. 

Secretary  Meyer.  But  they  are  kept  in  repair  for  years  afterwards, 
and  the  original  installation  is  simple  work,  and  the  claim  has  been 
made  that  the  engines  used  for  steering  have  been  kept  out  of  the 
engine  room  for  years. 

Sir.  HoBsoN.  Can  you  cite  a  ship  where  there  is  a  steering  engine 
in  the  engine  room  ? 

Secretary  Meyer.  In  our  navy  or  in  the  English  navy  1 

Mr.  HoBsoN.  In  any  navy. 

Secretary  Meyer.  In  the  English  navy  I  understand  they  are  there. 

Mr.  Hobson.  Haye  you  ever  had  any  such  design  offered  by  the 
Bureau  of  Steam  Engineering  ? 

Secretary  Meyer.  I  have  had  Mr.  Cone  tell  me  that  it  would  sim- 
plify things  very  much  if  they  were  there,  and  it  would  reduce  the 
steam  piping  which  has  to  extend  over  the  ship,  and  be  more  eco- 
nomical and  efficient.  I  understood  that  the  same  engine  would  simply 
be  moved  to  the  engine  room  or  near  the  boiler. 

Mr.  Hobson.  Did  he  say  he  had  ey(M'  seen  a  design  or  offer  a  design! 

Secretary  Meyer.  I  do  not  understand  that  a  design  is  necessary. 

Mr.  Hobson.  Just  incidentally,  has  he  ever  designed  any  when  in 
school  or  out  of  school  ? 
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Secretary  Meyer.  I  could  not  answer;  he  would  have  to  answer 
that. 

Mr.  HoBSON.  Mr.  Secretary,  evidently  we  are  a  little  at  cross- 
purposes 

Secretary  Meyer.  I  do  not  mean  to  be  at  cross-purposes,  but  your 
questions  are  not  always  clear  to  me. 

Mr.  HoBSON.  As  to  the  transfer  of  these  accessories,  and  you  do 
not  wish  to  give  me  the  simple  statement  of  which  of  these  items  you 
hold  to  strongly  and  which  you  do  not. 

Secretary  Meyer.  I  want  to  tell  you  that  what  I  hold  to  is  the 
endeavor  to  get  everything  that  is  moving  machinery  or  engjine  motive 
power  into  one  bureau,  the  Bureau  of  Engineering,  where  it  logically 
Delongs. 

Mr.  HoBsoN.  If  you  will  permit  me  there,  suppose  you  do?  Let 
us  assume  you  do,  and  that  it  would  be  wise  to  do  it,  for  the  sake  of 
stopping  any  further  argument,  ought  you  to  do  it  all  at  once  ? 

Secretary  Meyer.  Not  if  they  are  not  equipped  to  do  it,  but  I 
believe  they  are;  it  is  in  line  with  their  experience  and  work. 

Mr.  HoBSON.  Increasing  almost  50  pefr  cent  of  the  Bureau  of  Steam 
Engineering,  and  doing  it  in  that  class  of  work  they  have  not  been 
doing,  and  taking  it  away  from  another  bureau  that  has  been  doing  it, 
the  first  year  you  put  that  plan  into  operation  ? 

Secretary  iiEYER.  As  I  understand  it,  the  auxiliary  machines  taken 
away  from  the  Construction  Bureau  only  involves  $275,000.    The 

grincipal  electrical  work  they  have  not  had;  it  is  in  the  Equipment 
•ureau,  under  line  ofiicers. 

Mr.  HoBSON.  But  they  have  installed  it  1 

Secretary  Meyer.  They  have  installed  their  own  auxiliaries,  but 
the  Equipment  had  their  own  to  install,  too. 

Mr.  HoBsoN.  They  go  along  to  the  dynamo,  and  the  moment  you 
leave  the  dynamo  and  generate  the  electricity.  Construction  has  taken 
it  up  and  taken  it  to  every  part  of  the  ship. 

Secretary  Meyer.  They  will  still  do  most  of  that,  I  believe,  all  that 
is  hull  woVk,  as  they  will  for  ordnance.  In  fact,  their  position  as 
regards  hull  will  be  strengthened,  and  there  will  be  less  complication. 

Mr.  HoBsoN.  Ordnance  never  drills  a  hole  in  the  ship  except  with 
construction,  and  the  running  of  those  conduits,  the  installation, 
practically  the  whole  thing.  It  might  have  been  paid  under  certain 
other  appropriations,  but  if  you  forbid  them  to  go  ahead  and  take 
part  in  tliis  installation  I  do  not  see,  myself,  just  where  it  will  come 
to.  I  do  not  see  how  the  engineer  people  can  go  and  run  over  the 
constructor's  work,  his  deck,  and  his  holes  and  his  beams,  or  bore 
holes  there  and  take  that  out  of  his  hands.  Mr.  Chairman,  I  do  not 
see  the  usefulness  of  prolonging  this  further.  I  would  ask  the  Secre- 
tary before  he  leaves  if  he  can  take  what  he  recommends  and  tell  me 
what  parts  of  these  he  holds  to  strongly. 

Secretary  Meyer.  Will  you  mark  what  parts  you  refer  to? 

Mr.  IIoBSON.  Chiefly,  the  Bureau  of  Construction  and  Repair  and 
the  Bureau  of  Equipment. 

(Thereupon,  at  1.40  o'clock  p.  m.,  the  committee  adjourned.) 
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Appendix  No.  !• 
report  tjpon  english  naval  dockyard  administration. 

The  honorable  the  Secretary  or  the  Navy. 

Sir:  In  accordance  with  your  instructions  to  report  to  you  upon 
the  system  of  dockyard  administration  existing  in  Great  Britain,  I 
have  the  honor  to  submit  the  following  report  upon  English  naval 
dockyard  administration: 

Six  home  dockyards  are  maintained  in  Great  Britain.  Three  of 
these  are  principal  dockyards,  situated  within  the  great  naval  ports, 
and  fully  equipped  for  tne  construction,  docking,  repair,  equipment, 
and  supply  of  tne  largest  war  ships;  these  are  Chatham,  Portsmouth, 
and  Devonport  (Plymouth). 

There  are,  besides,  three  minor  dockyards  maintained  for  particu- 
lar services  and  of  limited  resources.  These  are  Sheemess,  a  naval 
base  and  repair  yard  for  torpedo  craft,  at  the  entrance  to  the  Thames; 
Pembroke,  strictly  a  shipbuilding  yard  for  vessels  of  moderate  size, 
on  the  southwest  coast  of  Wales;  and  Haulbowline  (Queenstown, 
Ireland),  a  repair  yard,  in  which  the  facilities  for  docking  and  repair 
are  being  improved  and  increased. 

Besides  these  dockyards,  an  important  dockyard  and  naval  base, 
necessitated  by  the  increased  strategic  character  of  the  No^h  Sea, 
has  been  recently  begun  at  Rosyth,  on  the  east  coast  of  Scotland  on 
the  Firth  of  Forth.  And  there  are  other  naval  bases  along  the 
British  coasts  which  are  in  no  sense  dockyards. 

Six  British  dockyards  also  are  maintained  abroad:  Gibraltar, 
Malta,  and  Hongkong,  important;  Sydney  (Australia),  Cape  of 
Grood  Hope,  and  Bermuda,  less  well  equipped.  And  there  are 
other  docKyard  properties  abroad,  such  as  Halifax,  Jamaica,  Esqui- 
mault  (B.  C.),  of  lesser  importance  and  abandoned  (except  for  care- 
takers), some  three  or  four  years  ago. 

In  order  to  carry  out  your  instructions  to  report  to  you  the  orga- 
nization in  force  for  the  administration  of  English  dockyards  I 
visited  the  Portsmouth  dockyard,  the  largest  of  the  principal  yards; 
and  I  also  visited  Sheemess,  a  small  yard,  in  order  to  observe  the 
similarity  or  diflferences  which  might  exist  in  these  yards  of^  widely 
different  capacities.  I  have  made  a  report  upon  each  of  these 
yards,  and  I  have  attached  to  my  reports  a  copy  of  one  on  the 
Chatham  yftrd,  recently  made  by  (Jommander  Gibbons,  naval 
attachfi.  These  reports,  together  with  the  following  brief  or  sum- 
mary, I  have  made  embody  the  information  obtained  by  personal 
observation  and  by  conversation  with  principal  officials  at  the 
Admiralty  and  in  the  dockyards,  and  will,  1  hope,  indicate  the 
characteristic  features  of  English  dockyard  administration. 

I  find  the  general  characteristic  features  of  English  dockyard 
administration  to  be  as  follows: 

1.  The  general  observance  of  a  policy  of  distribution  of  speciaUzed 
work  of  different  characters  among  three  or  four  departments  under 
separate  heads,  each  maintaining  its  own  force  of  clerks,  drafts- 
men, foremen,  laborers,  etc,  rather  than  the  following  of  a  poUcy 
of  consolidation  or  concentration  of  all  work  under  one  department; 
but  in  this  English  policy  the  duplication  of  plants  and  shops  in 
different  departments  is  reduced  to  a  minimum. 


Digitized  by  VjOOQ  IC 


PROPOSED  REORGANIZATION  OF  NAVY  DEPARTMENT.  725 

And  the  tendency  has  been  steadily  to  increase  this  policy  of  dis- 
tribution of  specialized  work,  as  is  iUustrated  by  the  separation 
within  recent  years  of  electrical  work  from  the  constructive  depart- 
ment and  the  establishment  of  a  separate  electrical  department  in 
all  dockyards.  Again,  at  Pembroke,  the  engineering  work  has 
hitherto  been  under  the  constructive  department,  but  within  the 
past  month  an  engineer  has  been  ordered  to  the  yard  to  superintend 
the  engineering  work,  with  a  view  to  increasing  the  importance  of 
this  yard  in  order  to  make  it  a  base  and  repair  yard  for  torpedo 
craft  in  the  Irish  channel  and  on  the  west  coast  of  Great  Britain. 

2.  The  absolute  control  of  all  yard  departments  under  one  naval 
head,  the  admiral-superintendent,  who  thus  becomes  the  general 
manager  of  the  dockyard  as  a  manufacturing  establishment,  and  is 
also  the  military  head  of  the  dockyard  and  all  supply  stations  pertain- 
ing to  it.  The  absolute  necessity  for  a  naval  (line)  officer  at  the  head 
of  dockyards  is  recognized  fully  by  the  heads  of  departments  and 
principal  officials  with  whom  I  have  discussed  the  question. 

3.  The  selection  of  capable  administrators  from  the  list  of  flag 
officers  (or  senior  captains  at  Sheemess  and  Pembroke)  for  superin- 
tendents of  dockyards. 

4.  The  abolition  of  the  office  of  technical  assistant  to  the  superin- 
tendent (which  was  for  a  time  filled  by  a  naval  constructor)  after 
several  years'  trial,  which  proved  it  to  be  undesirable  as  not  conducive 
to  efficiency. 

5.  No  manufacturing,  constructive,  or  repair  department  keeps  its 
financial  accounts;  this  is  done  by  the  dockyard  expense  accounts 
office  for  all  yard  departments.  There  is  also  a  broad  system  of 
checks,  inspections,  and  reports;  and  no  branch  at  the  Admiralty 
charged  with  the  making  of  designs  is  directly  charged  with  their 
execution  in  the  dockyard. 

A  memorandum  upon  the  r61e  of  the  controller's  department  in 
dockyard  administration  and  work,  a  memorandum  upon  the  depart- 
ment of  naval  ordnance,  and  reports  upon  the  Portsmouth  and  Sneer- 
ness  dockyards,  before  mentioned,  follow. 

Very  respectfully  R.  P.  Rodoers, 

Rear-Admiral,  U,  8.  Navy. 
London,  June  24,  1909. 

MEMORANDUM   UPON   THE   CONT|IOLLER's  DEPARTMENT  IN  DOCKTARD 

ADMINISTRATION. 

In  considering  the  subject  of  English  dockvard  organization  and 
administration  it  is  necessary  to  consider  this  together  with  the 
organization  of  the  department  of  the  controller  of  the  navy  at  the 
Admiralty,  for  under  this  department  are  placed  all  Questions  of 
ship  design,  construction,  repair,  and  equipment,  and  all  questions 
relating  to  the  administration  and  maintenance  of  the  dockyards 
as  manufacturing  and  repair  establishments. 

The  third  Lord  of  the  Admiralty  and  controller  of  the  navy  is 
always  a  line  officer,  and  as  a  rule  a  flag  officer.  He  has  a  ''naval 
assistant  to  the  controller,"  who  is  a  captain. 

The  controller's  department  is  divided  into  a  number  of  branches, 
as  follows; 
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The  constructiTe  branch — Chief,  the  director  of  naval  construc- 
tion (the  most  distinguished  naval  architect,  civil  or  naval,  in  Great 
Britain.    At  present,  Sir  PhiHjp  Watts). 

The  engineering  branch — Tne  engineer  in  chief  of  the  fleet  (an 
engineer  vice-admiral). 

The  dockyard  branch — The  director  of  dockyards  and  dockyard 
work  (a  capable  administrator,  civil  or  naval,  at  present  an  ex-naval . 
constructor). 

The  naval  store  branch— Director  of  stores  (a  civilian). 

The  controller's  accounts  branch — Inspector  of  dockyard  expense 
accounts  (a  civilian). 

Besides  these  branches,  each  of  which  is  provided  with  a  large 
staff  of  oflScials  and  inspectors,  the  controller  has  under  him  two 
''admirals-superintendent  of  contract-built  ships''  who,  with  five 
other  line  officers,  supervise  the  work  of  equipment,  make  inspections 
as  required,  conduct  steam,  gun,  etc.,  trials,  etc. 

The  controller  thus  becomes  the  director  of  all  work  of  manufac- 
ture and  material,  except  ordnance.  To  him  are  submitted  and 
through  him  )  ass  to  the  Board  of  Admiralty  all  questions,  reports, 
and  oesigns  relating  to  these  subjects.  He  is  always  a  flag  officer 
(or  senior  captain),  and  it  is  fully  recognized  that  this  office  must  be 
held  by  a  naval  officer,  or  what  we  term  a  "line  officer. " 

The  system  of  control  by  naval  officers  fline)  of  all  ship  designs 
and  repairs,  material,  and  dockyard  manufacture  is  thus  complete. 
First,  through  the  admiral-superintendent,  who  is  the  dockyard 
general  manager;  and,  second,  through  the  controller  at  the  Admi- 
ralty, who  decides  all  questions  relating  to  material  and  dockyards,  or 
presents  them  to  the  Board  of  Admiralty,  of  which  heis  a  member,  for 
its  consideration  and  action,  thus  furnishing  a  chain  of  communication 
through  strictly  military  (naval)  channels  with  the  First  Lord  of  the 
Admiralty  (secretary  of  the  navy),  who  is  the  head  of  the  board  and 
responsible  to  the  (lovemment  for  the  efficiency  of  the  fleet. 

And  in  the  administration  of  the  controller's  department  this 
control  by  naval  officers  (line)  is  emi)hasize(l  by  the  office  of  the 
"naval  assistant  to  the  controller."  Formerly  the  director  of  naval 
construction  was  assistant  controller,  but  in  recent  years  this  has 
been  changed  and  a  captain  holds  this  office. 

A  description  of  the  duties  of  the  director  of  dockyards  and  dock- 
yard work  here  follows  as  pertaining  directly  to  dockyard  adminis- 
tration. 

DOCKYARD  BRANCH. 

The  director  of  dockyards  and  dockyard  work  is  the  title  now  given 
the  chief  of  this  brancli  of  the  controller's  department.  The  office 
is  now  filled  by  an  ex-member  of  the  corps  of  naval  constructors; 
but  it  is  always  filled  by  the  Admiralty  from  the  best  available  men 
of  experience  in  shipyard  work,  whether  in  private  or  government 
yards. 

The  office  was  established  as  a  result  of  the  Graham  committee 
of  1885,  and  has  been  subject  to  modifications,  some  of  which  are 
indicated  in  the  Statement  of  Admiralty  Policy,  November  30,  1905. 

The  office  was  the  outgrowth  of  that  known  as  the  surveyor  of 
docl^ards,  who  was  subordinate  to  the  director  of  naval  construction, 
but  m  order  '^to  separate  distinctly  the  functions  and  duties  of  the 
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designing  and  building  branches/'  in  May,  1886,  the  director  of 
dockyards  was  created — no  longer  subordinate  to  the  director  of 
naval  construction,  but  responsible  to  the  controller  of  the  navy  for 
the  building  of  ships,  etc.,  in  dockyards  and  for  the  manufacture 
and  repair  of  ships,  boats,  dockyards,  and  factories,  etc.  The 
director  of  dockyards  thus  became  an  equal,  independent  branch  of 
the  controller's  department,  although  in  constant  relations  with 
the  constructive  branch  in  all  matters  concerning  new  construction 
and  extensive  alteration. 

Besides  the  duty  of  building  and  repair  work  and  the  installation 
and  use  of  machinery  and  appliances  in  the  dockyards  and  factories, 
victuaHng  yards,  etc.,  another  important,  and  perhaps  the  most 
important,  duty  of  the  director  of  dockyards  and  dockyard  work  is 
that  of  preparing  for  approval  the  estimates  for  the  annual  programme 
of  work  in  the  dockyards  at  home  and  abroad  and  of  regulating  the 
number  and  w^ages  of  the  men  in  each  vard,  the  estimates  for  plant 
and  machinery  tor  the  dockyards,  and  detailed  lists  of  all  work  to  be 
done  as  repairs  or  refits  upon  vessels  in  commission.  All  these 
estimates-  or  lists  are  submitted  to  the  controller  for  his  action  and 
that  of  the  Board  of  Admiralty. 

A  list  of  publications  to  which  further  reference  may  be  made  is 
appended. 

A  statement  showing  the  extent  to  which  naval  officers  are  em- 
ployed in  dockyards  is  appended. 

CONSTRUCTIVE   BRANCH. 

Although  the  director  of  naval  construction  is  not  directly  con- 
cerned in  dockyard  administration,  yet  indirectly  he  may  be  con- 
sidered as  entering  in  a  measure  into  it.  He  is  the  head  of  the 
corps  of  naval  constructors  and  controls  its  personnel  in  matters  of 
details  to  duty  at  dockyards  and  he  is  charged  with  the  supervision 
of  new  construction  to  the  extent  only  of  insuring  that  this  is  exe- 
cuted in  accordance  with  the  designs  originating  with  him,  and  in 
this  regard  he  stands  in  the  same  relation  to  the  dockyards  as  with 
any  contractor  for  contract-built  ships.  From  time  to  time  he  sends 
his  officers  to  the  yards  for  the  purpose  of  ascertaining  that  the  work 
is  being  properly  done  according  to  the  designs.  In  cases  of  exten- 
sive refit  or  alteration  to  ships  in  dockyards  questions  involving 
these  are  submitted  to  the  director  of  naval  construction  for  his 
action  beforegoing  to  the  controller  for  final  decision  or  approval. 

As  mentioned  elsewhere  tlie  director  of  dockvards  and  dockyard 
work  is  in  frequent  relation  with  the  director  of  naval  construction, 
but  the  latter  is  not  concerned  in  any  vfs^y  with  the  dockyard  plant, 
labor,  or  administration,  except  as  above  indicated. 

THE    DEPARTMENT    OF    THE    DIRECTOR    OF    NAVAL    ORDNANCE    AT    THE 

ADMIRALTY. 

Although  this  department  does  not  enter,  except  indirectly  into 
dockyard  organization,  the  following  description  of  its  methods  is 
here  inserted: 

The  director  of  naval  ordnance  and  torpedoes  is  at  present  a  captain 
on  the  active  list. 
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He  has  under  him  an  assistant  director  of  naval  ordnance  (a  cap- 
tain), an  assistant  director  of  torpedoes  (a  captain),  11  assistants 
(commanders  and  lieutenants),  5  engineer-bap  tains,  commanders, 
etc.,  inspectors. 

In  addition  there  is  a  large  staff  of  naval  officer  inspectors  under  the 
chief  inspector,  a  rear-admiral  on  the  active  list  (see  p.  534,  Navy 
List). 

Within  a  short  time  the  admiralty  has  assumed  entire  charge  of  the 
manufacture  and  supply  of  naval  ordnance,  including  guns  (previously 
the  army  designed  and  furnished  the  navy  with  its  guns). 

All  gun  mountings  are  supplied  by  contract,  and  about  two-thirds 
of  naval  guns  are  made  by  private  contractors,  and  the  other  third 
at  Woolwich. 

The  Woolwich  gun  factory  is  under  the  war  department,  but  navy 
inspectors  are  on  dutv  there  to  superintend  navy  work,  and  the 
Admiralty  treat  with  Woolwich  in  the  same  manner  that  it  does  with 
private  contractors. 

Wherever  naval  work  is  on  hand  there  naval  inspectors  are  sta- 
tioned, and  it  is  the  clearly  defined  policy  of  the  Admiralty  to  place 
the  bulk  of  orders  for  ordnance  material  in  the  private  establish- 
ments in  order  to  have  the  advantage  of  this  great  national  resource 
in  time  of  war  and  to  secure  at  all  times  the  talent  and  expt^rience  of  a 
large  number  of  ordnance  experts  who  are  constantly  in  keen  com- 
petition with  each  other  and  the  world. 

There  is  a  wide  system  of  checks  bv  inspections  and  by  reports  of 
boards,  so  that  criticism  and  approval  of  work  pertain  to  others  than 
those  who  are  responsible  for  the  design  or  for  the  manufacture  and 
installation  of  the  material. 

The  policy  is  now  clearlv  established  that  naval  officers  shaU  have 
all  to  say  in  determining  the  design  and  character  and  inspection  and 
test  of  all  ordnance  material;  that  the  question  as  to  who  manufac- 
tures this  material  is  one  of  lesser  importance  to  the  naval  officer; 
and  that  the  distribution  of  ordnance  manufacture  and  supply 
among  private  firms  and  the  inviting  of  their  designs  shall  be  observed 
and  fostered. 

Previously  the  director  of  naval  ordnance  was  under  the  controller; 
but  in  recent  years  this  has  been  changed  and  this  department  is  now 
separate  and  charged  with  all  wdnance  material.  The  director  is, 
however,  in  close  relation  with  the  controller  and  the  chiefs  of  the 
branches  of  his  department. 

Mention  should,  perhaps,  here  be  made  of  the  ordnance  board,  to 
which  all  large  questions  of  design  and  ordnance  material  in  general 
are  submitted  for  consideration  and  decision.  This  board  is  a  mixed 
one,  composed  of  prominent  ordnance  officers  of  the  navy  and  army, 
as  members,  associated  with  several  of  the  most  expert  civilian  ord- 
nance engineers  in  Great  Britain  and  the  superintendent  of  ordnance 
factories,  the  chief  inspector  of  naval  ordnance,  and  the  chief  inspector 
at  Woolwich  as  consulting  experts. 

S.  P.  RODGSBS. 

London,  June,  1909. 
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Statement  ihounrtg  the  extent  to  which  naval  officers  are  employed  in  Eia  Majesty's  dock' 

yards. 


Yards  at  which  employed. 

Positions  In  which  em- 
ployed. 

1 

1 

1 

e 
1 

1 

1 

1 

5 

i 
S 

s 

1 

1 

1* 

Superintendents  or  offloen 
in  charge  of  yards  (rear- 

1 

1 

1 

1 

1 

Commodores  

1 

(^nptAinn 

1 

1 

1 

Commanders 

1 

1 

Captains  or  commanders  of 
dockyards,  deputy  super- 
intendents, and  King's 
harbor  masters: 
Captalas , . , 

1 

1 

1 

...... 

1 
3 

1 

1 

1 

Con^manders 

1 

Assistant  staff  captains. 

1 

4 

1 
2 
1 

1 
5 

1 

1 
1 

1 

3 

1 

3 

1 
1 



TJentAnarits, ,.,...,,,,, 

1 

1 

8 

attached  to  captain's 
dept :. 

Chief  gmmers  or  chief 
boatswains 

1 

1 

1 

"SSiwK.A"=.if. 

Boatswains 

1 

1 

1 

1 

1 
1 

1 

Ownners 

1 

1 

Carpenters  or  carpen- 
ter lieutenants 

1 
1 

1 
1 

1 
1 

1 

Chief  engineers  (engi- 
neer commanders  or 
engineer  captains) 

1 

1 

1 

.     1 

1 

1 
2 

2 

1 
1 

8 

1 

1 

1 

Flrsf    assistants    (en- 
glnenr  wmnandfirs) . . 

2 
3 

1 
1 

1 

2 
2 

1 
1 

1 

2 
2 

1 

Second  assistants  (en- 
gineer lieutenants). . . 

2 

Assistants    for  charge 
of  drawing  office  (en- 
gineer lieutenants) . . . 

1 
1 

Coaling  officers   (lieu- 
tenants)   

Assistant  coaling  offi- 
cers ( warrant  omoers ) . 

Total 

21 

20 

19 

11 

3 

< 

4 

8 

10 

11 

3 

4 

LIST    OF    PUBLIOATIONS    TO    WHICH    REFERENCE    MAT    BE    MADE    FOB 
FURTHER   INFORMATION. 

Naval  Administration,  by  Admiral  Vesey  Hamilton.  (On  file  in 
Office  of  Naval  Intelligence.) 

Dockyard  Administration,  Past  and  Present,  by  Admiral  W.  H. 
Henderson,  ex-superintendent,  Devonnort  Dockyard.  (Chapter  IV, 
BrasseVs  Annual,  1909.)     (On  file  in  Office  of  Naval  Intelligence.) 

The  Navy  List,  April,  1909.     (On  file  in  Office  of  Naval  Inteuigence.) 

Reports  of  Committees,  Admiralty  and  Dockyard  Administration 
(Graham  Report).     October  24,  1885. 

Reports  of  Committees  (Dockyard  Management).    May  20,  1886. 

Desimiation  of  the  Various  Members  of  the  Board  of  Admiralty, 
etc.     August  10,  1904. 

Distribution  of  Business  at  Board  of  Admiralty.     October  20, 1904. 

Statement  of  Admiralty  Policy  (see  p.  32  ).    November  30,  1905. 
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Memorandum  on  Changes  in  Dockyard  Administration,  August 
1,  1906. 

Memorandum  on  Revision  of  Accounts  and  Check  on  Expenditures. 
November  2,  1908. 

THE   PORTSMOUTH   DOCKTARD. 

The  following  report  upon  the  oi^anization  of  the  Portsmouth 
dockyard  has  been  prepared  after  a  personal  visit  to  the  yard  extend- 
ing through  several  days  and  is  the  outcome  of  information  obtained 
from  the  principal  officers  and  heads  of  departments  at  the  yard,  as 
well  as  from  various  officials  at  the  Admiralty  and  from  the  study  of 
parliamentary  and  other  publications. 

The  Portsmouth  dockyard  is  the  most  important  of  all  British 
dockyards;  Devonport  is  next  in  importance,  and  then  Chatham, 
these  three  being  the  principal  dockyards  and  naval  ports  for  the 
construction,  repair,  and  supply  of  tlie  fleet.  Other  smaller  yartls 
for  particular  work  are  maintained  in  Great  Britain,  viz:  Sheemess. 
Pembroke,  and  Haulbowline  (Queenstown,  Ireland),  but  these  are 
limited  in  resources  and  extent  and  are  restricted  to  work  or  service 
of  special  character. 

A  description  of  the  administrative  organization  of  the  Portsmouth 
dockyard  rollows: 

THE  ADMIRAL  BUPERINTBNDENT. 

The  admiral  siiperintendent  at  Portsmouth  is  a  rear-admiral  on 
the  active  list.  His  term  of  office  is  for  three  years.  He  is  the  mili- 
tary and  administrative  head  of  the  dockyard,  and  he  has  also  under  his 
command  and  control  all  subsidiary  establishments  about  the  port 
for  the  supply  of  the  fleet,  such  as  magazines,  ordnance  stores  depot, 
victualing  yards,  coal  supply,  yard  craft,  etc. 

The  commander  in  cmef  does  not  interfere  in  the  management  of 
the  dockyard  except  in  extreme  cases,  when  he  must  report Tiis  action 
to  the  Admiralty;  and  the  admiral  superintendent  is  responsible 
directly  to  the  Admiralty,  through  the  third  sea  lord  and  controller 
of  the  navy,  for  the  efficient  management  of  the  dockyard  and  its 
subsidiaries  as  a  manufacturing,  repair,  and  supply  establishment. 

All  agree  that  the  superintendent's  control  ot  all  dockyard  depart- 
ments and  all  supply  subsidiaries  must  be  supreme,  and  that  he  must 
be  responsible  for  the  efficient  working  of  the  establishment  as  a 
whole.  He  is  virtually  the  general  manager  of  all  yard  departments 
and  is  in  military  command  of  the  dockyard  and  its  subsidiaries  above 
mentioned.  While  the  several  departments  are  separate  and  in  a 
large  measure  independent,  all  must  pull  together  under  the  imme- 
diate control  of  the  superintendent. 

Some  years  ago  a  technical  civil  assistant  (naval  constructor) 
was  supplied  to  the  superintendent's  office ;  but  this  produced  fric- 
tion, as  the  heads  of  departments  resented  his  control  as  an  inter- 
ference, and  the  office  was  abolished. 

The  principal  officers  of  the  Portsmouth  and  other  principal  dock- 
yards are,  in  order  of  precedence — 

Captain  of  the  dockyard  and  deputy  superintendent  (a  captain). 

Manager,  constructive  department  (a  naval  constructor). 

Manager,  engineering  department  (a  naval  engineer). 
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Superintending  civil  engineer  (a  civilian). 

Electrical  engineer  (a  civilian). 

Naval-stores  officer  (a  civilian). 

Expense-accounts  officer  (a  civilian). 

Cashier  (a  civilian). 

Secretary  to  the  superintendent  (a  civilian). 

Note. — -For  information  concerning  the  "expense-accounts 
officer''  and  "cashier,"  see  Report  on  Chatham.  The  systems  per- 
taining to  these  officers  are  similar  in  all  dockyards. 

CAPTAIN  OF   DOCKYARD  AND  DEPUTY  SUPBBINTENDBNT  AND   KINO'S  HARBOR  UAflTBR. 

The  captain  of  a  dockyard,  a  captain  on  the  active  list,  is  also  the 
deputy  superintendent,  and  in  the  absence  of  the  admiral  superin- 
tendent he  commands  in  his  stead.     He  is  also  the  harbor  master. 

He  has  as  assistants  one  commander,  five  lieutenants^  two  boat- 
swains (one  for  master  rigger).  There  are  also  an  additional  lieu- 
tenant and  a  boatswain  for  coaling  service,  but,  although  the  captain 
of  the  dockyard  is  in  a  manner  related  to  the  coaling  service,  these 
officers  for  coaUng  are  largely  independent.  Thev  are,  however, 
more  closely  related  to  the  naval-stores  officer,  in  whose  charge  coal 
belongs. 

The  captain  of  the  dockyard  is  chained  with  all  moorings  and 
mooring  buovs;  with  the  handling  of  ships  within  the  harbor,  their 
berthing,  and  with  the  care  of  those  not  in  commission.  He  is  charged 
also  with  all  yard  craft,  tugs,  lighters,  etc.,  and  with  all  water  tr^c 
connected  with  the  dockyard,  but  the  victualing  yard  and  ordnance 
depot  have  their  own  lighters  and  tugs  for  their  special  services. 

He  is  charged  with  the  rigging  loft,  sail  loft,  and  flag  room  (for  the 
making  of  all  flags). 

He  condux^ts  the  steam  trials  of  new  ships  and  of  those  passing  out 
of  dockyara  hands  after  refit  before  commissioning. 

He  has  general  charge  of  the  fire  organization,  which  is  manned  by 
the  police.  The  police  of  the  yard  are  not  otherwise  under  his  con- 
trol, but  are  directly  under  the  admiral  superintendent.  They  are 
a  detail  from  the  London  Metropolitan  police. 

He  is  charged  with  all  channel  buoys  and  other  aid  to  navigation 
within  the  limits  of  the  naval  port. 

In  the  department  of  the  captain  of  the  dockyard  are  employed 
from  400  to  500  men — all  civil  employees — including  masters  and 
crews  for  tugs  and  water  craft. 

In  docking  ships  the  captain  of  the  dockyard  by  a  recent  order 
handles  and  controls  the  snip  until  she  is  placed  wholly  within  the 
dock,  when  she  is  turned  over  to  the  constructive  department  for  plac- 
ing on  the  blocks.  Previously  the  captain  of  the  dockyard  turned 
the  ship  over  to  the  constructor  as  she  oegan  to  cross  the  dock  sill. 

THE  CONSTRUCTIVE  DEPARTMENT. 

The  constructive  department,  under  the  manager  of  the  con- 
structive department,  a  chief  constructor,  is  subdivided  into  three 
divisions.  Each  division  is  under  the  charge  of  a  constructor,  and 
each  division  has  assigned  to  it  two  assistant  constructors  and  a 
large  number  of  foremen. 
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There  are  in  all  seven  assistant  constructors  at  Portsmouth  inclu- 
ding one  for  the  drawing  room). 

To  each  division  and  to  the  several  foremen  are  allotted  a  certain 
number  of  ships  which  are  continuously  assigned  to  this  dockyard 
for  repair  and  maintenance;  also  new  ships  under  construction, 
torpedo  craft,  etc.,  besides  the  various  shopwork  and  other  branches 
pertaining  to  construction. 

The  foremen  to  whom  ships  are  allotted  continue  always  to  be 
charged  with  their  construction  repairs  of  whatever  character,  year 
after  year,  so  that  they  become  mtimately  acquainted  with  each 
individual  ship  and  the  work  done  upon  it  throiighout  its  career  or 
service. 

Power  is  supplied  to  the  constructive  department's  shops  or  for 
this  department's  work  at  the  ships  by  the  engineering  or  electrical 
department.  The  latter  furnishes  all  electric  power,  and  the  engi- 
neering department  furnishes  all  steam,  hydraulic,  and  compressed- 
airpower. 

The  constructive  department  manages  the  smithery,  except  a 
small  smithery  for  boiler  work  which  belongs  to  the  engineering 
department.  In  the  large  construction  smithery  work  for  all  other 
departments  is  done  upon  requisition. 

The  constructive  department  controls  and  manages  all  shipbuild- 
ing shops,  and  has  two  of  these  for  new  construction  and  two  for 
repair  work. 

It  has  three  ship-fitting  machine  shops,  in  which  steering  gear,  cap- 
stans, ships'  hydraulic  machinery,  etc.,  are  hahdled. 

It  has  a  small  coppersmith  shop;  but  larger  coppersmith  work  for 
it  is  done  in  the  engineering  department. 

The  constructive  department  also  manages  the  following  shops, 
which  do  work  for  other  departments  as  called  upon  by  requisition: 
Sawmills,  paint  shop,  joiner  shop,  plumbing  shop. 

It  does  no  foundry  work  and  very  little  pattern  work  except  that 
which  is  peculiar  to  construction ;  such  as  patterns  for  rudder  frames 
and  sockets,  stem  and  stem  castings,  etc. 

It  does  hot  galvanizing  (in  bath),  but  cold  galvanizing  (electro)  is 
done  by  the  engineering  department. 

It  has  charge  of  all  docks  and  caissons,  but  not  of  the  pumping 
machinery,  capstans,  and  cranes,  which  belong  to  engineering.  It 
repairs  boats,  out  does  not  build  them.  All  boats  are  purchased  for 
the  navy  by  contract  from  outside  builders. 

At  this  vard  construction  supplies  or  installs  the  [see  later  ordnance 
work]  hydraulic  turning  gear  tor  turrets,  and  also  installs  the  heavier 
gun  mountings ;  but  this  is  not  the  case  at  other  yards,  in  which  the 
engineering  department  is  charged  with  this  work. 

The  constructive  department  has  its  own  clerical  force  (about  24), 
and  its  own  drawing  room,  with  a  large  force  of  draftsmen  (about 
20).  It  prepares  its  own  annual  estimates  for  improvements  and 
labor  ana  submits  them  to  the  superintendent,  by  whom  they  are 
scrutinized  and  later  forwarded  to  the  controller's  department  at  the 
Admiralty  for  action. 

This  department  does  not  keep  any  money  accoimts.  These  are 
kept  by  tue  expense  accounts  ollicer,  whose  tally  or  time  keepeis, 
known  as  recorders,  go  twice  a  day  to  each  shop  and  ship,  etcl,  and 
note  the  job  upon  which  each  workman  is  engaged;  and  these  ac- 
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counts  must  tally  with  those  of  the  cashier,  who  pays  the  men  for 
time  at  work. 

At  this  yard  the  manager  of  the  constructive  department  is  the 
traffic  manager  on  land.  He  furnishes,  upon  requisition,  all  other 
departments  with  teams,  cars,  movable  derricks  and  cranes,  etc., 
and  small  boats  for  transportation  of  laborers,  etc.  But  the  loco- 
motives, movable  derricks  and  cranes  belong  to  engineering,  which 
repairs  and  maintains  them. 

At  this  vard  the  manager  of  this  department  is  charged  with  the 
cleaning  of  the  yard. 

BNOINEERINO  DEPARTMENT. 

The  manager  of  the  engineering  department  is  an  engineer  rear- 
admiral  on  the  active  list.  The  present  incumbent  has  served  twenty- 
one  years  in  this  department  at  this  yard. 

As  assistants,  he  nas  three  engineer  commanders  and  four  engineer 
lieutenants. 

The  engineering  department  is  in  general  supervision  of  all  the 
machinery  of  the  dockyard,  so  far  as  regards  tne  necessity  for  the 
installation  of  new  vard  machinery  or  alteration  and  repair  of  existing 

f>lant,  and  all  yard  departments  submit  to  it  their  annual  estimates 
or  new  machinery  or  alterations,  for  which  it  prepares  the  specifica- 
tions. The  manager  of  the  engineering  department  becomes  thus 
responsible  for  these  estimates  and  specifications  to  the  superintendent 
ana  to  the  Admiralty. 

The  manager  of  the  engineering  department  is  in  charge  of  all 
machinery  construction  for  new  ships  and  of  all  repairs  to  machinery 
of  existing  ships  and  boats. 

He  is  charged  with  the  steam,  compressed-air,  and  hj^draulic  power 
plants;  with  all  cranes,  capstans,  etc.;  and  with  the  lifting  of  neavy 
weights  by  them.  He  is  also  charged  with  all  dock  pumps  and  pump- 
ing. There  are  three  sets  of  dock  pujnps  for  the  15  docks  in  the  dock- 
yard.    For  the  three  largest  docks  there  is  one  set  of  pumps. 

He  is  charged  with  the  maintenance  of  all  yard  locomotives,  and 
furnishes  these  to  the  traffic  manager  for  other  departments  on  de- 
mand. 

The  engineer  department  manufactures,  repairs,  or  installs  on  board 
ship  all  machinery  and  machinery  material  except  electric  (and  cer- 
tain exceptions  mentioned  under  Construction),  repairs  and  installs 
dynamo  engines,  all  refrigerating  and  ventilating  machinery,  and  all 
heating  apparatus;  makes  torpedo  tubes,  and  does  all  repair  work, 
etc.,  for  torpedoes. 

It  controls  the  following  shops:  General  machine  shop  (including 
erecting  shop,  lathes  and  machine  tools,  fitting  shop,  torpedo-tube 
shop,  testing  room  for  boilers,  pumps),  boiler  shop,  two  foundries, 
pattern  shop,  two  coppersmith  shops,  small  smithery  for  boiler  work. 

The  engineer  department  does  all  the  foundry  work  for  all  yard 
departments,  all  pattern  work  (except  as  noted  under  Construction), 
most  of  the  coppersmith  work  (exception  noted  in  Construction 
Department),  including  all  large  work,  and  it  is  charged  with  all 
machinery  and  steam-heating  work  for  establishments  subsidiary  to 
the  dockyard,  such  as  hospitals,  victualing  yard,  etc.  (Heating  by 
hot  water  is  done  by  the  civil  engineer.) 
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It  has  a  lai^e  compressed-air  plant  for  supplying  ail  yard  depart- 
ments with  power  for  pneumatic  tools  all  over  the  yard.  There  are 
some  4  miles  of  air  pipmg  in  the  yard.  The  air  pressure  used  varies 
from  60  to  90  pounds,  dependent  upon  the  compressors. 

The  work  in  the  boiler  shop  is  at  present  of  small  character,  mostly 
torpedo-boat  boilers.  It  is  said  that  these  boilers  had  to  be  retubed 
every  three  or  four  years.     (See  Sheemess  for  further  statement.) 

There  is  in  the  large  new  machine  shop  (factory)  a  small  store 
for  current  material;  it  is  kept  by  a  storekeeper  from  the  store 
department. 

The  Engineering  Department  has  its  own  clerical  and  drawing- 
room  forces,  separate  from  those  of  other  departments.  Its  expense 
accounts  are  kept  by  the  expense-accounts  department. 

THE  DEPARTMENT  OF  THE  ELECTRICAL  ENGINEER. 

This  department  was  made  a  separate  one  within  comparatively 
recent  years.  Formerly  it  was  a  branch  of  the  constructive  depart- 
ment, but  with  increase  of  electrical  power  it  was  found  advanta- 
geous to  make  it  a  distinct  yard  department.  At  Portsmouth  (the 
principal  yard)  this  was  effected  some  six  or  more  years  ago,  and 
later,  about  1905,  at  the  other  dockyards. 

The  head  of  this  department  is  a  civilian  electrical  engineer.  He 
controls  and  mana|c:es  and  supplies  all  the  electrical  power  and  li^rht 
for  the  yard,  for  ships  refitting  at  the  yard  or  in  reserve,  for  all  build- 
ing^, etc.,  and  also  for  the  establishments  subsidiary  to  the  dockyard 
in  immediate  vicinity. 

He  makes  all  repairs  and  tests  to  electrical  machinery  in  yard  or 
in  ships  (but  the  clynamo  engines  pertain  to  the  engineering  depart- 
ment), lie  furnishes  light  and  power  to  all  ships  in  docks  or  at 
wharves,  and  for  this  purpose  has  a  number  of  portable  motor  gen- 
erators mounted  on  trucks,  which  can  be  placed  at  any  part  of  the 
yard  for  transforming  current  to  any  voltage  required. 

He  has  entire  charge  of  all  electric  installations  and  wiring  on 
board  ship.  The  specification  for  wiring  and  electric  plant  are  fur- 
nished by  the  controller's  department  of  the  Admiralty.  In  wiring 
ships  he  borrows  on  requisition  from  the  constructive  department 
as  many  drillers  as  may  be  necessary  for  this  work,  and  these  pass 
under  his  control  for  the  time  being,  and  in  this  work  ne  is  in  consulta- 
tion and  agreement  with  the  constructive  department. 

He  is  in  control  of  the  single  electric  power  plant  of  the  yard — a 
fine,  modern  plant,  including  six  500-kilowatt  generators,  besides  sev- 
eral small  sets  for  various  minor  purposes.  All  the  electric  cables  of 
the  yard  are  underground. 

He  furnishes  power  for  all  wireless-telegraph  stations  in  the  dock- 
yard and  immediate  vicinity. 

He  has  under  him  a  separate  clerical  force  and  a  large  drawing- 
room  force  (18).  The  accounts  of  this  department  are  kept  by  the 
expense-accounts  department. 

lie  (at  this  yard)  does  a  great  part  of  the  electrical  testing  and 
experimenting  for  the  navy,  and  rurnishes  drawings  for  the  wiring; 
of  ships,  etc.,  to  other  ^-ards. 

He  has  in  his  department  a  small  joiner  shop  for  the  manufacture 
of  accessory  or  tool  boxes,  etc.,  and  such  small  work  peculiar  to  this 
work. 
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His  department  employs  in  the  dockyard  from  650  to  860  men. 
It  is  also  charged  with  the  electric  naval  station  at  Portland. 

I  was  told  that  the  voltage  employed  in  the  BelleropJum  and  subse- 
quent ships  is  220  volts. 

The  work  of  the  electrical  engineer's  department  is  constantly  in- 
creasing in  volume  and  importance. 

The  head  of  the  department  believes  fully  that  in  five  years  ships 
will  be  propelled  by  turbine-electric  pow^er  m  combination. 

The  work  of  this  department,  with  the  exception  of  its  power 
plant,  closely  resembles  the  electrical  division  of  our  equipment 
department  in  navy-yards  before  this  was  abolished  by  being  recently 
merged  in  our  construction  department. 

THE  UTILIZATION  OF  THE  SHIP*8  FORCE   WHEN  THE  SHIP  18   UNDER   REPAIR   AT   THE 

DOCKYARD. 

The  policy  to  utilize  the  skilled  men  of  a  ship's  company  in  doing 
as  mucii  repair  work  as  possible  when  a  ship  is  under  repair  at  dock- 
yard  is  observed,  and  to  have  them  dismount  and  land  machinery 
to  be  repaired  in  the  yard.  In  brief,  to  utilize  the  skilled  ship  s 
force  as  far  as  practicable  in  making  repairs  in  order  to  effect  economy. 

DEPARTMENT  OF  THE  SUPERINTENDING  CIVIL  ENGINEER. 

This  department  is  distinct  and  separate  from  the  manufacturing 
departments  of  the  yard,  although  entirely  under  the  control  of  the 
admiral  superintendent.  Its  appropriations  are  quite  distinct  from 
the  other  dockyard  appropriations.    (See  Vote  X  of  Naval  Estimates.) 

It  is  managed  by  a  civilian  **  superintending  civil  engineer,"  who  is 
assisted  by  5  civil  engineers,  3  assistant  civil  engineers,  and  2  sur- 
veyors. 

The  superintending  civil  engineer  is  charged  with  the  construction 
of  all  buildings  of  whatever  kind  (shops,  storehouses,  residences, 
offices,  etc.),  all  docks,  quays,  railways,  roadways,  etc.,  and  with  the 
repair  of  these,  whether  in  the  dockyard  and  its  subsidiary  yards  or 
at  coast-guard  stations,  colleges,  barracks,  and  other  stations  in  this 
naval  district.  He  is  also  charged  with  the  dredging  and  harbor 
improvement  in  the  naval  ports  of  the  district,  and  with  the  charge  of 
all  real  estate  property  and  questions  pertaining  to  it. 

This  department  is  under  the  director  of  works  department,  under 
the  civil  lord  at  the  admiralty,  and  not  under  the  controller  (as  other 
dockyard  departments  are).  It  hires  labor  in  the  labor  market  as 
required.  Its  labor  force  does  not  observe  dockyard  work  hours,  but 
its  hours  vary  with  season  and  weather,  as  in  building  trades,  and  its 
rate^  of  wages  differ  from  dockyard  permanent-force  wages,  resem- 
blii^  more  the  wages  of  the  local  labor  market. 

Unlike  the  other  yard  departments,  it  keeps  its  own  separate  accounts 
(being  under  a  separate  vote).  It  maintains  its  owti  clerical  force, 
and  employs  13  draftsmen,  30  accountant  clerks,  and  16  foremen. 

The  superintending  civil  engineer's  department  maintains  its  own 
carpenter  shop,  blacksmith  shop,  fitting  shop  (for  repair  of. dredges), 
paint  shop  (for  house  painting  only),  and  whenever  its  work  is  beyond 
the  capacity  of  these. shops  requisition  is  made  upon  other  yard 
departments. 

He  procures  his  own  material  by  purchase  or  by  contract,  and  is 
independent  of  the  naval  stores  brancn,  although  he  can  procure  from 
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it  material  if  he  finds  it  advantageous.  He  can  place  contracts  on 
bids  up  to  £500  without  reference  for  approval. 

The  greater  part  of  the  work  carried  on  under  this  department  is 
given  to  the  private  contractors.  But  the  civil  engineer  emplovs 
about  800  men  for  the  current  work  of  the  dockyard. 

There  is  but  one  dock  (No.  15)  in  the  Portsmouth  yard  which  will 

Eermit  the  entrance  of  the  Dreadnoughts,  There  is  another  (per- 
aps  two  others)  of  which  the  dock  dimensions  are  sufficiently  large, 
but  the  entrance  is  not  wide  enough. 

The  width  of  entrance  of  No.  15  is  93  feet  11  inches  at  coping. 

Owing  to  the  difficulty  of  getting  these  large  ships  to  the  dock 
through  the  present  locks,  a  new  and  very  large  lock  to  ''rigging 
basin  is  now  being  built.  Its  entrance  width  at  coping  is  110 
feet.  The  slope  of  entrance  walls  is  1  in  12,  making  the-  width  at 
base  (or  sill)  about  102  feet.  The  depth  of  sill  below  coping  is  51 
feet  8  inches.  The  coping  is  5  feet  2  mches  above  high-water  level. 
The  range  of  tide  is  13  feet  6  inches,  which  gives  about  33  feet  over 
siU  at  low  water. 

The  exit  of  this  lock  into  the  tidal  basin  has  the  same  width  dimen- 
sions, but  the  depth  is  39  feet  2  inches  below  coping,  which  makes  a 
depth  of  34  feet  over  sill  at  high  water. 

OHBUICAL  UIBORATOBT. 

There  is  in  the  Portsmouth  dockyard  a  chemical  laboratory,  em- 
ploving  a  large  staff  and  independent  of  all  yard  departments.  It 
makes  tests  and  analyses  for  all  departments  as  required,  and  does 
the  principal  portion  of  all  test  work  for  other  dockyards  and  for  the 
navy  in  general.  It  is  largely  used  by  the  director  of  naval  stores 
at  tne  Admiralty  for  the  tests  and  analyses  of  material  procured  under 
contract  from  all  parts  of  the  Kingdom. 

THE  NAVAL-STORES  OFFICEB. 

The  naval-stores  officer  (a  civilian)  is  in  charge  of  all  stores  for  ships, 
including  coal,  liouid  fuel,  and  what  are  known  as  naval  stores.  All 
material  for  shipouilding  and  repair  work  in  dockyards  are  carried 
on  his  books  ana  are  in  his  stores  for  keeping  (exceptions  noted).  A 
stock  of  stores  necessary  for  the  yard  work  and  for  the  supplj  of  the 
fleet,  including  a  reserve  stock  for  emergencv,  is  maintained  m  store; 
and  from  this  stock  are  drawn  by  the  several  yard  departments,  upon 
requisition,  the  materials  necessary  for  their  manufacture^  and  repair 
work. 

In  the  case  of  new  ship  construction  the  material  passes  from  the 
contractors'  shippers  directlv  into  the  hands  of  the  constructor  for 
working  into  the  ships ;  but  the  amounts  received  are  carefully  entered 
in  the  store  books  and  are  expended  from  them  and  charged  against 
the  ship. 

All  provision  and  clothing  stores  are  supplied  by  the  victualing 
department,  which  is  an  entirely  separate  department;  and  the 
victualing  department  is  outside  the  dockyard,  although  under  the 
command  of  the  admiral  superintendent. 

Stores  for  the  navy  and  for  the  dockvard  work  are  purchased  upon 
demand  of  the  director  of  stores  at  the  Admiralty  Dy  the  contract 
and  purchase  department  of  the  Admiralty^  the  specifications  for 
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all  material  required  emanating  from  the  department  for  which  it  is 
required. 

Without  attempting  to  describe  so  intricate  a  system^  I  maj 
remark  that  the  maintenance  of  an  admiralty  list  of  firms  in  Great 
Britain  from  which  the  Admiralty  is  willing  to  accept  bids  for  stores 
or  material  of  whatever  character,  seems  to  facilitate  and  simplify 
the  question  of  bids  and  to  increase  the  rapidit^r  with  which  suitable 
stores  can  be  obtained.  This  admiralty  list  includes  those  firms 
which  experience  has  shown  to  be  reliable  and  desirable  for  the  work 
required. 

OBDNANCE  WORK. 

There  is  no  separate  ordnance  department  in  English  dockyards. 
There  is  a  naval  ordnance  depot  close  to,  but  outside  of,  the  dock- 
vard,  under  the  command  and  control  of  the  admiral  superintendent, 
out  this  is  a  store  depot  for  guns  and  ordnance  material,  and  not  for 
work  of  installation  or  repair,  except  for  guns  proper. 

Gun  mountings  and  their  machinery  are  ,almost  invariably  made 
and  supplied  by  private  contractors,  and  as  a  rule  the  heavy  turret 
mounts  are  installed  by  the  contractor  who  builds  them.  It  is  now 
largely  the  general  practice  to  place  contracts  for  turrets',  mounts, 
hydraulic  machinery,  and  fittings  complete,  the  whole  to  be  installea 
in  the  ship  by  the  contractor. 

When,  nowever,  gun  mounts  are  to  be  installed  in  dockyards  by 
the  dockyard  ofiiciius  this  is  done  by  the  engineering  department, 
the  exception  being  at  Portsmouth,  where  for  some  reason  (of  old 
date)  the  engineering  department  has  charge  of  the  lighter  mounts 
(up  to  6-inch,  inclusive)  only,  while  the  heavier  mounts  and  their 
machinery  are  installed  by  the  constructive  department.  But,  as 
above  mentioned,  it  is  customary  for  the  contractor  to  install  his 
own  mounts  and  turrets  and  their  machinery,  whether  the  ship  be 
at  a  dockyard  or  not. 

The  guns  themselves  are  furnished  either  by  the  ordnance  depot  or 
by  the  contractor  who  made  them. 

There  is,  however,  a  supervision  and  final  inspection  of  this  ord- 
nance work  if  done  in  dockyard  by  the  captain  of  tne  Excellent  (Whale 
Island)  and  his  staff  for  experimental  work. 

This  officer  has  under  him  at  Whale  Island  a  staff  for  experimental 
work,  which  tests  tyoes  of  gun  mounts,  guns,  armor  plate,  projectiles, 
etc.  With  this  stafi  he  attends  the  gun  trials  of  snips,  follows  the 
installation  of  the  ordnance  material,  and  if  he  is  not  satisfied  with 
the  installation  and  work  he  reports  the  fact  to  the  director  of  naval 
ordnance  at  the  Admiralty.  A  siimlar  system  prevails  at  the  other 
principal  yards. 

THE  SHEERNESS  DOCKYARD. 

The  Sheemess  dockyard  is  maintained  almost  entirely  for  the 
repair  and  supply  of  torpedo  boats  and  destroyers. 

Only  13  mues  bj  water  from  Chatham,  one  of  the  principal  dock- 
yards of  Great  Bntain,  no  reasonable  motive  for  the  maintenance  of 
Sheemess  for  the  repair  of  heavy  vessels  could  be  found;  but  as  a  re- 
pair yard  for  the  large  torpedo  flotillas  based  upon  the  Thames  and 
the  Straits  of  Dover  it  is  found  valuable  and  important.  And  the 
port  of  Sheerness,  inside  the  mouth  of  the  Medway  and  the  Nore,  at 
21395—10 47 
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the  entrance  to  the  Thames,  and  furnishing  secure  anchorage  or  moor- 
ing buoys  for  a  large  fleet  of  vessels  and  torpedo  craft,  adds  greatly 
to  the  importance  of  Sheemess  as  a  naval  base. 

I  visited  Sheemess  as  furnishing  an  example  of  the  smaller  vardsj 
in  order  to  ascertain  how  its  organization  might  differ  from  tnat  of 
the  great  yards — Portsmouth,  Chatham,  etc. — and  to  what  degree 
the  principle  of  consolidation  of  departments  might  be  carried.  I 
found  its  organization,  although  of  reduced  strength,  quite  the  same 
as  that  at  Portsmouth;  with  the  same  number  of  departments,  each 
controlling  its  own  clerical  and  labor  forces  and  shops,  but  all  directly 
under  the  control  of  the  captain-superintendent.  The  Sheemess 
yard  employs  about  2,000  to  2,500  men,  and  while  there  may  be  found 
some  diuerence  in  the  details  in  the  distribution  of  certain  work,  yet 
there  was  found  no  difference  in  principle,  no  attempt  at  consolida- 
tion of  all,  or  any,  departments  under  one  technical  manufacturing 
head.  And  the  importance  of  the  direct  central  and  general  man- 
agement of  all  yar<!  departments  by  the  superintendent  and  of  the 
adjustment  of  all  differences  by  him  to  secure  a  coordination  of  work 
in  order  to  obtain  efficiency  is  fully  recognized. 

Sheerness  Yard  was  originally  well  laid  out,  and  demand  for  its 
output  not  having  comparatively  increased  its  shops  are  still  well 
distributed  and  are  fairly  well  installed  with  suitable  machinery  for 
light  work. 

There  are  at  this  yard  5  small  dry  docks;  old  docks  from  the  daj^s 
of  sailing  ships  capable  of  taking  torpedo  boats  and  destroyers,  an<l 
submarines.  Two  of  these  docks  have  been  lengthened  to  288  feet 
length  within  recent  years,  and  can  dock  the  larger  destroyers  of  the 
Amazon  class.     Two  boats  are  generally  docked  together. 

The  principal  officers  of  the  Sheerness  Dockyard  are,  captain-super- 
intendent, a  captain;  commander  (of  the  dockyard),  a  commander; 
chief  constructor,  a  chief  constructor;  chief  engineer,  a  civilian  engi- 
neer (one  of  the  few  old  engineers  of  this  class);  civil  engineer,  a 
civilian;  first  assistant  electrical  engineer,  a  civilian;  naval  store  offi- 
cer, a  civilian;  deputy  expense  account  officer,  a  civilian;  secretary  to 
superintendent  and  cashier,  a  civiUan. 

It  will  be  seen  that  these  officers  are  quite  like  those  at  Portsmouth 
Dockyard,  but  that  their  titles  are  shghtly  (only)  different,  being 
slightly  (Uminished  and  less  paid  on  account  of  the  lesser  importance 
of  the  yard  and  work  involved.  And  it  will  be  noted  that  mstead  of 
having  a  cashier  department  or  officer,  as  at  Portsmouth,  the  secretary 
to  the  superintendent  performs  the  cashier's  work. 

The  distribution  of  sriops  and  shop  work  is  similar  to  that  at  Ports- 
mouth, and  there  is  extremely  little  duplication  of  work  in  the  differ- 
ent departments. 

THE  CAPTAIN-SUPERINTENDEKT. 

The  captain-superintendent  at  Sheemess  is  a  senior  captain  on  the 
active  list.  He  is  the  military  and  the  administrative  head  of  the 
dockyard.  Coal  supply  and  yard  craft  at  Sheerness  are  under  his 
control,  but  the  proximity  of  Chatham,  a  great  yard,  and  of  Deptford 
victualing  yard  (the  principal  one  for  the  whole  navy)  eliminate 
most  subsidiarv^  establishments  at  Sheerness. 

He  is  virtually  the  jreneral  manager  of  all  dockyard  departments, 
and  the  importance  of  this  relation  is  fully  recognized. 
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THB  COMMANDER  OP  THE  DOCKYARD. 

The  commander  of  the  dockyard  at  Sheemess  performs  the  same 
duties  as  the  captain  of  dockyard  at  Portsmouth  and  other  large 
yards.  He  has  not  the  title  oi  deputy  superintendent,  but,  in  fact, 
succeeds  him  in  command  of  the  dockyarci  and  its  control  and  man- 
agement in  case  of  absence  of  the  superintendent. 

The  comiiients  made  under  the  head  of  captain  of  dockyard,  etc., 
Portsmouth,  pertain  here  as  well. 

There  is  at  Sheemess  a  lieutenant  for  coaling  ofiBcer. 

The  remarks  made  for  Portsmouth  yard  concerning  coaUng  officer 
pertain  here.  He  is  charged  with  the  Uquid  fuel  supply  as  well  as 
coaUng. 

THE  COK8TBUCTIVE  DEPARTMENT. 

This  department  is  under  the  direction  of  a  chief  constructor 
(naval).     There  is  but  one  assistant  constructor  allowed. 

The  comments  made  under  this  head  for  Portsmouth  pertain — 
the  establishment  being  of  course  very  much  reduced.  About  800 
men  are  employed  in  this  department. 

All  power  is  supplied  to  constructive  shops  and  tools  by  the  elec- 
trical department  when  electrically  driven,  or  by  the  engineering 
department  when  steam,  hydraulic,  or  pneumatic  power  is  used. 

The  comments  made  upon  the  character  of  shops  managed  by  the 
constructive  department  at  Portsmouth  pertain  nere,  even  for  the 
small  duplication  of  the  same  class  of  work  in  constructive  and 
engineering  departments,  but  there  is  practically  no  duplication. 

The  accounts  are  kept  as  described  under  Portsmouth. 

At  this  vard  the  constructor  is  also  the  traffic  manager  on  shore. 
The  yard  being  smaU,  this  is  not  very  considerable.  At  other  yards, 
I  understand,  the  naval  stores  department  has  charge  of  the  land 
traffic.  The  yard  is  cleaned  by  this  department,  the  boatswain  who 
is  directly  charged  with  the  yard  clea*ning  belonging  to  the  constructive 
department. 

As  before  mentioned,  about  800  men  are  employed  in  this  depart- 
ment. In  this,  as  in  other  professional  departments,  are  founci  the 
following  overseers:  Charge  men,  charged  with  gangs  of  20  or  30 
workmen;  inspectors,  having  supervision  over  3  or  4  gangs;  foremen — 
supervising  whole  trades,  sTlip^vrights,  plumbers,  etc.,  and  working 
under  the  direction  of  a  principal  or  assistant  officer — are  in  large 
numbers. 

This  department  has  its  own  clerical  and  drawing-room  forces. 
Its  accounts  are  kept  by  the  dockyard  expense  accounts  department. 

As  in  other  departments,  mechanics,  laborers,  etc.,  are  paid  hourly 
rates  of  pay  for  48  hours  a  week.  Certain  trades,  such  as  engine 
fitters,  boiler  makers  (in  engineer's  deparftnent)  machine-tool  men, 
work  on  premium  system,  a  time  being  fixed  as  reasonable  for  a  job 
and  if  the  job  is  done  in  less  than  the  time  fixed  the  men  engaged  in  it 
are  paid  a  premium.     (See  report  on  Chatham.) 

THE   ENGINEER  DEPARTMEIfT. 

The  chief  engineer  at  this  yard  is  one  of  the  old  yard  engineers  (a 
civilian) .  In  the  new  order  of  things,  when  his  time  runs  out  he  will 
be  replaced  by  a  naval  engineer.    He  has  two  assistants. 
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The  comments  made  for  the  Portsmouth  engineering  department 
pertain  here.  The  establishment  is  naturally  much  smaller^  about 
700  men  are  employed,  but  the  character  of  the  shops  under  this 
department,  the  duties  pertaining  to  it,  the  distribution  or  allocation 
of  work,  the  system  ot  accounts,  clerical  and  drafting  work,  and 
the  responsibilities  of  its  head  to  the  superintendent  and  to  the 
admiralty  are  similar  to  those  described  for  Portsmouth. 

The  work  here  is  entirely  for  torpedo  craft.  I  was  told  that  with 
new  torpedo-craft  boilers  the  tubes  should  last  five  or  six  years;  that 
there  was  marked  improvement  in  more  recent  boilers. 

Upon  inquiring  as  to  the  effect  of  liquid  fuel  upon  the  boilers  I  was 
told  this  seemed  to  be  harder  than  coal  upon  tne  brickwork  of  the 
boilers,  and  that  little  if  any  difference  in  effect  upon  the  tubes  was 
noticeable. 

THB  DEPARTMENT  OF  THE   ELECTRICAL  BNQINEER. 

This  department  became  a  separate  and  independent  one  within 
the  last  four  or  five  years.  The  comments  made  upon  the  electrical 
department  at  Portsmouth  pertain  here,  except  that  the  establish- 
ment is  much  smaller,  and  the  head  is  only  a  first  assistant  electrical 
engineer  in  charge. 

The  power  and  Ughting  plant  includes  three  300-kilowatt  genera- 
tors, besides  a  number  of  small  ones.  Some  600  men  are  employed 
in  this  department. 

,  THE  DEPARTMENT  OF  THE  CIVIL  ENGINEER. 

I  did  not  investigate  closely  this  department^  but  ascertained  that 
it  resembled  that  at  Portsmouth;  the  description  for  that  yard  will 
suffice,  recollecting  that  the  pubUc  works  at  oheerness  are  on  a  small 
scale. 

CHATHAM  DOCKYARD. 

[Copy  of  a  report  by  Commander  J.  H.  Oibbons,  U.  8.  Navy.] 
DOCKYARD  ADMINISTRATION. 

Maroh  22,  1909. 
The  following  report  on  the  organization  of  the  dockyard  at 
Chatham  has  been  prepared  after  two  visits  to  that  station,  and  is 
the  result  of  interviews  with  the  various  officers  and  heads  of  depart- 
ments. The  Admiralty  up  to  the  present  time  has  not  furnished  me 
with  any  direct  information,  and  the  admiral  superintendent  at 
Chatham  was  instructed  not  to  furnish  any  information  in  writing, 
but  to  afford  such  faciUties  for  personal  inspection  as  might  be 
required.  Under  these  cgnditions  tnis  report  can  not  be  said  to  cover 
the  whole  field,  but  is  a  record  of  such  information  as  to  the  organi- 
zation and  personnel  of  English  dockyards  as  will  serve  for  comparing 
EngUsh  methods  with  our  own  system. 

THB  ADMIRAL  SUPERINTENDENT. 

The  admiral  superintendent  at  Chatham  is  a  vice-admiral  on  the 
active  list.  He  is  the  responsible  military  and  executive  head  of  the 
dockyard  and  is  responsible  to  the  Admiralty  for  its  management  as  a 
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manufacturing  establishment.  Unlike  our  navjr-yards,  the  dockyard 
proper  is  principally  a  manufacturing  and  repair  establishment,  and 
other  estaolishments  associated  with  it,  such  as  victualing  vards,  ord- 
nance stores,  and  naval  barracks,  do  not  come  imder  tne  admiral 
superintendent,  but  have  their  separate  heads,  who,  with  him,  come 
under  the  general  dkection  of  the  commander  in  chief  of  The  Nore. 
The  commander  in  chief  of  The  Nore  is  an  admiral  on  the  active  list 
and  exercises  a  general  naval  supervision  over  all  establishments  in 
his  district.  He  is  not  associated  in  any  other  way  with  the  admiral 
superintendent  of  the  dockyard,  who  is  alone  responsible  to  the  Admir- 
alty, through  the  third  sea  lord  and  controller  for  dockyard  admin- 
istration. 

CAPTAIN  OF  TRB  DOCKYAUD,  DBPUTT  SUPERINTENDENT,  AND  XINO'fl  HARBOR  MASTER. 

The  captain  of  the  dockyard  corresponds  to  our  captain  of  the 
yard,  and  has  charge  of  the  berthing  of  ships  and  the  care  of  those 
that  are  out  of  commission;  he  also  has  charge  of  all  vard  craft  such 
as  tugs,  lighters,  etc.,  and  all  water  traffic  connected  with  the  refit- 
ting of  ships.  He  carries  out  the  duties  of  the  admiral  superintend- 
ent in  case  of  the  absence  of  that  officer.  The  following  officers  act 
as  his  assistants:  Commander,  harbor  master  and  in  charge  of  rigging 
loft;  3  lieutenants,  in  charge  of  the  refitting  of  shins,  cleanmg  of  same, 
handling  of  stores,  etc. ;  engineer  commander,  in  cnarge  of  engineering 
repairs  to  yard  craft.  Warrant  officers  are  detailed  as  assistants,  and 
include  a  gunner,  3  boatswains  (1  of  whom  is  a  master  rigger),  and 
a  carpenter. 

The  captain  of  the  dockyard  has  nothing  to  do  with  the  yard 
pohce,  and  there  are  no  watchmen  or  marine  sentries.  AU  the 
police  arrangements  of  the  yard  are  in  the  hands  of  the  metropohtan 
police,  the  detail  being  sent  from  London  in  charge  of  a  sergeant 
mspector,  who  is  responsible,  under  the  admiral  superintendent, 
for  the  proper  pohce  patrol. 

MANUFACTURINO  DEPARTMENTS. 

There  are  three  technical  departments,  each  under  a  manager 
who  is  responsible  to  the  admiral  superintendent.  They  are  tne 
constructive  department,  engineering  department,  and  the  elec- 
trical engineering  department. 

The  manager  of  the  constructive  department  is  a  civilian  con- 
structor and  has  three  civiUan  assistants  known  as  constructors, 
and  nine  civilian  assistants  known  as  assistant  constructors.  A 
boatswain,  with  the  rank  of  lieutenant,  is  attached  to  the  construc- 
tive department,  whose  duties  are  principally  connected  with  the 
slinging  of  heavy  weights  and  other  ngging  work. 

The  manager  of  the  engineering  department  is  an  engineer  rear- 
admiral  on  the  active  list,  and  has  as  his  assistants  two  engineer 
commanders,  known  as  first  assistants,  two  engineer  lieutenants, 
known  as  second  assistants,  and  a  third  engineer  lieutenant,  who  is 
in  charge  of  the  drawing  office. 

The  electrical  department  is  in  charge  of  a  civilian,  whose  official 
title  is  electrical  engineer.     He  has  two  civilian  assistants. 
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Particular  inquiry  having  been  made  as  to  whether  there  was  any 
consolidation  oi  the  clerical  and  drafting  forces  of  these  three  de- 

J>artments,  it  was  stated  that  each  department  maintained  its  own 
orce  and  also  its  own  shops,  stated  to  be  as  follows:  Carpenter  shops, 
construction,  2;  pattern  shops,  construction,  1,  engineering,  1;  foun- 
dries, engineering,  1 ;  machine  shops,  construction,  7,  engineering,  2, 
electricalengineering,  1 ;  paint  shops,  construction,  2;  engineering,  2. 
There  has  recently  been  installed  one  central  power  and  light 
plant,  which  furnishes  all  the  power  and  light  of  the  dockyard. 

There  are  no  naval  officers  proper  employed  as  assistants  or  per- 
manent inspectors  in  the  manufacturing  establishments  at  the  dock- 
yard, with  the  exception  of  those  of  the  engineering  department 
above  mentioned. 

CIVIL   ENGINEER. 

The  civil  engineer,  who  has  his  headquarters  at  the  dockyard  and 
is  known  as  the  superintending  civil  engineer,  has  charge  of  all  cini 
engineering  and  surveying  work,  under  the  admiral  superintendent, 
through  whom  he  communicates  with  the  director  of  works  depart- 
ment at  the  admiralty.  His  staff  consists  of  4  civil  engineers,  2 
assistant  civil  engineers,  and  1  assistant  surveyor,  all  of  whom  are 
civilians  without  naval  rank.  The  superintending  civil  engineer  has 
charge  of  work  coming  under  his  department,  not  only  at  the  dock- 
vard,  but  at  other  establishments,  such  as  ordnance  depots,  naval 
barracks,  etc.  The  director  of  works  department  at  the  Admiralty  is 
under  a  civil  lord,  and  the  present  director  of  works  and  civil  engineer 
in  chief  is  an  army  engineer  with  the  rank  of  colonel. 

NATAL  STORE  OFFICER  AND  SURVEYOR  OF  STORES. 

All  material  for  the  manufacturing  departments  at  the  dockyards 
is  in  charge  of  the  naval-store  officer,  a  civilian,  who  has  a  deputy 
and  3  assistant  naval-store  officers  under  him.  His  position 
corresponds  somewhat  to  that  of  our  general  storekeeper,  but  he 
has  nothing  to  with  provisions  or  clothing,  which  are  under  a  sepa- 
rate establishment  and  not  a  part  of  dockyard  administration.  The 
inspection  of  stores  is  carried  on  by  the  surveyor  of  stores,  a  civilian, 
who  can,  if  he  thinks  necessary,  apply  to  the  admiral  superintendent 
for  technical  assistance  from  the  various  departments;  tins  refers  only 
to  what  is  called  ** inside'*  inspection.  All  large  purchases  for  the 
dockyard  are  made  through  the  contract  and  purchase  department 
at  the  Admiralty  by  the  director  of  naval  contracts,  and  there  is  a 
system  of  outside  inspection  at  the  contractors'  works.  In  emer- 
gency, the  naval-store  officer,  under  the  direction  of  the  admiral  super- 
mtendent,  may  make  direct  purchases  to  a  limited  extent. 

CASHIER. 

The  cashier,  who  corresponds  to  the  paymaster  in  our  navy-yards, 
is  a  civilian,  with  whom  is  tussociatcd  a  deputy  cashier  and  2  assistant 
cashiers.  The  cashier  keei)s  2  pay  rolls,  one  for  the  salaried  officers 
of  the  dockyard  and  the  other  tor  workmen  and  per  diem  employees. 
He  has  charge  of  the  system  of  checking  the  workmen  in  and  out. 
There  are  three  principal  gates  at  which  workmen  enter  and  leave 
the  yard;  at  each  of  these  gates  the  workmen's  tags  are  of  a  different- 
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colored  metal.  A  pay  number  is  assigned  to  each  workman  at  the 
beginning  of  the  financial  year,  and  h§  is  assigned  to  a  certain  gate, 
depending  upon  his  place  of  residence;  if,  for  any  reason,  he  wishes 
to  change  the  gate  at  which  he  is  to  enter  the  yard,  this  is  done  by 
changing  the  color  of  the  tag,  the  pay  number  remaining  the  same. 
The  gates  are  one-storied  buildings  with  6  gangways  or  passages,  the 
workmen  entering  by  one  door  and  leaving  by  another.  Tne  tags 
are  taken  up  on  entering  the  yard  from  tin  boxes,  which  are  placed  on 
a  long  table  or  desk  at  a  convenient  height  on  the  right  or  left  of  the 
gangway;  each  one  of  these  tin  boxes  is  divided  into  100  small  com- 
partments, each  compartment  to  receive  1  ticket.  To  assist  the 
workmen  in  spotting  the  compartment  for  his  tag,  which  is  plainlv 
marked  with  his  number,  the  tin  cases  are  grouped  in  colors  of  red, 
yellow,  green,  and  black.  The  muster  in  and  the  muster  out  are  in 
charge  of  timekeepers  from  the  cashier's  department. 

In  checking  up  the  workmen,  the  reports  to  .the  cashier  only  take 
account  of  absences  as  shown  by  the  tags.  A  half-hour  leeway  is 
allowed,  after  which  no  workmen  are  permitted  to  enter  the  yard. 
The  first  in-muster  takes  place  at  7  a.  m.  and  the  first  out-muster  at 
noon,  the  second  in-muster  at  1.30  and  the  second  out>muster  at 
5  p.  m.  On  Saturdays  there  is  only  one  muster,  the  afternoon  being 
a  noliday. 

The  workmen  are  paid  once  a  week.  The  arrangements  for  paying 
off  are  as  follows:  There  is  a  long  one-storied  building,  called  the 
"paying  station,"  through  the  sides  of  which  there  are  10 gangways; 
on  the  entrance  side  there  is  a  large  open  space  paved  with  concrete 
where  the  workmen  assemble  and  line  up  according  to  their  groups 
of  pay  numbers;  for  each  line  of  workmen,  at  the  desks  inside  the 
building  are  2  clerks — one  to  pay  off  and  the  other  to  check  the  rolls. 
The  amount  of  each  man's  wages  is  paid  to  him  in  coin,  no  paper 
currency  being  used.  The  amount  of  each  man's  wages  is  placed  in 
a  small  compartment  in  a  large  tin  box  containing  100  compartments, 
somewhat  similar  to  those  for  the  mustering  tags;  as  fast  as  one  box 
is  emptied  another  is  shoved  along  to  take  its  place. 

In  making  up  the  amounts  care  is  taken  to  use,  as  far  as  possible, 
coins  of  similar  denomination;  thus,  for  any  amount  below  £1  the 
5s.  piece,  2s.  6d.  piece,  and  6d.  piece  is  used;  above  £1  the  gold 
sovereign  is  used,  together  with  the  necessary  silver  to  make  up  the 
full  amount.  It  will  thus  be  seen  that  only  coins  that  are  easily 
distinguishable  from  one  another  are  used,  in  order  to  reduce  the  risk 
of  error.  The  cashier  informed  me  that  by  having  these  amounts  in 
full  view  both  the  clerks  and  the  workmen  could  easily  detect  any 
error  in  payment,  but  that  such  complaints  seldom  occurred.  This 
pay  station  is  only  used  temporarily,  all  the  preliminary  work  being 
done  at  the  cashier's  office,  the  bullion  being  then  brought  down  to 
the  station  and  arrangements  made  for  paying  oflf  during  the  fore- 
noon of  pay  day.  For  the  first  two  or  three  pay  days  m  the  new 
financial  year,  before  the  workmen  become  accustomed  to  their 
places,  the  time  taken  in  paying  oflf  is  somewhat  greater  than  the 
average,  but  after  a  short  time,  it  b  claimed,  they  can  pay  oflf  about 
8,000  men  in  thirty  minutes.  With  the  English  currency  s^^stem  this 
method  seems  to  have  some  advantages  over  our  method  of  paying 
the  money  in  sealed  envelopes. 
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OFFICBB  IN  CHABGK  OF  EXPBN8B  ACCOUNT. 


The  officer  in  charge  of  expense  accounts,  who  is  the  principal 
accountant  of  the  yard,  is  a  civilian,  who  has  associated  with  him 
1  deputy  and  1  assistant.  The  dutv  of  this  officer  is  to  keep  an 
accurate  account  of  all  expenses  for  labor,  material,  etc.  The  data 
for  determining  the  cost  of  labor  is  collected  by  50  recorders,  who 
are  stationed  in  the  different  shops  and  other  places  where  work  b 
going  on  and  from  whose  diaries,  dy  means  of  summaries,  abstracts, 
and  ledgers,  an  accurate  record  is  kept.  The  system  includes  pay- 
ment for  per  diem  work,  piecework,  and  premiums.  Piecework  is 
used  in  the  construction  department  and  the  premium  system  in 
the  engineering  department.  The  premium  system  is  desired  to 
enable  expert  workmen  to  increase  tneir  pay  by  finishing  their  work 
in  less  than  the  time  allowed  for  it;  the  premium  paid  is  in  pro- 
portion to  the  time  saved — that  is,  if  the  workman  saves  25  per 
cent  of  the  time  allowed  he  is  paid  at  the  rate  of  25  per  cent  in  excess 
of  his  ordinary  hourly  rate  for  the  number  of  hours  actually  taken, 
while  if  he  takes  longer  than  the  time  allowed  he  is  still  paid  his 
ordinary  time  wage.  The  premiums  earned  are  found  to  average 
about  20  per  cent  over  the  ordinary  wages. 

The  accounts  for  material  are  kept  by  means  of  vouchers  from  the 
naval-store  officer  for  all  material  used. 

There  is  in  the  department  of  the  controller  of  the  navy  at  the 
Admiralty  an  inspector  of  dockyard  expense  accounts,  by  whom  all 
allotments  are  made  of  any  appropriation  for  dockyard  work,  a 
certain  percentage  being  credited  to  labor,  a  certain  percentage  to 
material,  and  the  remainder,  which  can  not  be  charged  direct,  to  an 
overhead  charge  called  ''Fleet,  fort,  and  national  charges.'' 


THE  AWABDS  COHHrTTEE. 


The  awards  committee  at  the  dockyards  is  established  with  a  view 
to  encouraging  the  workmen  to  suggest  improvements  in  tools  and 
methods.  All  workmen  are  invited  to  contribute  their  suggestions 
to  a  committee  of  dockyard  officers,  which  sits  once  a  month  to  con- 
sider the  suggestions  received.  The  secretary  of  this  committee  is 
one  of  the  undersecretaries  in  the  admiral  superintendent's  office. 
The  value  of  the  awards  varies  from  £5  to  £50,  and  some  cases  are 
assisted  and  encouraged  in  securing  the  necessary  patents. 


NAVAL  OBDNANCE  DEPOT. 


It  is  an  interesting  fact  that  in  the  administration  of  English  dock- 
yards as  compared  with  our  own  that  there  is  no  naval  officer  corre- 
sponding to  our  ordnance  officer.  The  department  of  the  director  of 
naval  ordnance  at  the  Admiralty  is  under  the  director  of  naval  ord- 
nance and  torpedoes,  who  is  a  captain  on  the  active  list  and  has  a 
large  number  of  officers  associated  with  him  as  inspectors,  but  there 
is  no  permanent  branch  of  this  department  in  the  dockyards.  There 
is  under  the  director  of  naval  ordnance  a  superintendent  of  ordnance 
stores,  who  is  a  rear-admiral  on  the  retired  list,  and  this  department 
has  a  representative  at  the  naval  ordnance  depot,  which  does  not 
come  under  the  direction  of  the  admiral  superintendent  of  the  dock- 
yard, but  under  the  commander  in  chief  of  the  Nore.  The  officers  in 
charge  of  the  naval  ordnance  depots  are  retired  army  officers,  and 
most  of  the  assistants  are  civilians. 
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A  change  has  recently  taken  place  in  the  admiralty  practice  by 
means  of  which  the  director  of  naval  ordnance  expects  to  have  com- 
plete control  of  the  inspection  of  all  ordnance  material  building, 
whether  at  Woolwich  or  by  contract.  Formerly  naval  ordnance 
material  was  inspected  by  army  officers.  All  torpedoes  are  inspected 
by  engineer  officers  of  the  navy. 

VICTUAUNO  TABD8. 

Similarly  to  the  case  of  the  naval  ordnance  depots  there  is  no 
representative  at  the  dockyard  under  the  admiral  superintendent  cor- 
responding to  a  paymaster  in  charge  of  clothing  and  provisions. 
There  is  a  principal  victualingyard  at  Deptford,  the  superintendent  of 
which  is  a  civilian,  and  at  Chatham  the  stores  are  received  direct 
from  this  principal  yard.  There  are  branch  yards  connected  with  the 
principal  dockyards  which  are  under  the  general  control  of  the  ad- 
miral superintendent,  but  the  officers  and  inspectors  are  civilians 
under  a  civilian  superintendent. 

GENERAL  OB8EBVATION8 

It  will  probably  lead  to  a  better  understanding  of  the  organization 
of  the  dockyards  if  reference  is  made  to  the  department  of  the  con- 
troller of  tne  navy,  who  is  the  third  sea  lord,  and  under  whom 
comes  the  matfiriel  of  the  navy.  He  is  a  rear-admiral  on  the  active 
list  and  has  an  assistant  who  is  a  captain  in  the  navy.  The  various 
branches  under  the  controller  of  the  navy  which  have  their  represent- 
atives at  the  dockyards  are  as  follows: 

1.  Constructive  branch,  under  the  director  of  naval  construction. 
The  superintending  electrical  engineer  comes  under  this  department. 

2.  Engineering  branch,  in  charge  of  the  engineer  in  chief  of  the 
fleet. 

3.  Dockyard  branch.  This  branch  is  in  charge  of  the  director  of 
dockyards  and  dockvard  work — a  civilian,  who  has  no  direct  repre- 
sentative at  the  dockyards,  but  is  the  controller's  adviser  as  regards 
dockyard  work.  At  one  time  it  was  the  practice  to  have  a  navalcon- 
structor  as  the  representative  of  the  director  of  dockyards  put  on  the 
staff  of  the  admiral  superintendent,  but  it  was  not  found  to  work  suc- 
cessfully and  was  therefore  abandoned. 

4.  Naval  store  branch.  This  branch  is  in  charge  of  the  director  of 
stores — a  civilian. 

5.  The  controller's  accounts  branch.  This  is  in  charge  of  an  inspec- 
tor of  dockyards  expense  accounts — a  civilian. 

Outside  of  the  controller's  departments,  the  two  financial  depart- 
ments of  the  accountant-general  of  the  navy  and  the  contract  and 
purchase  department  are  important  features  in  dockyard  adminis- 
tration. 


Appendix  No.  2. 
report  upon  german  naval  dockyard  administration. 

The  Honorable  the  Secretary  op  the  Navy. 

Sir:  In  accordance  with  your  instructions  to  report  to  you  upon 
the  system  of  naval  dockyard  administration  at  present  in  force  in 
Germany  I  have  the  honor  to  submit  the  following  report  upon 
German  dockyard  administration: 
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In  Germany  three  dockyards  are  established  for  the  repair,  con- 
struction, equipment,  and  general  maintenance  of  the  fleet.  Th^e 
dockyards  are  located  at  Wilhelmshaven,  on  the  North  Sea,  and  at 
Kiel  and  Dantzig,  on  the  Baltic.  The  firet  two  are  principal  yards, 
fully  equipped  for  the  construction,  repair,  and  supply  of  war  ships 
of  all  types;  but  the  Dantzig  yard  is  a  minor  (ana  older)  establisn- 
ment,  now  utilized  for  the  building  of  submarines  and  for  the  repair 
of  vessels  of  small  type. 

In  each  of  these  yards  the  system  and  oi^anization  for  administra- 
tion is  identical  (except  that  there  is  no  torpedo  department  at 
Danzig).  Each  is  under  the  command  and  general  management 
of  a  superintendent  (oberwerftr-direktor),  who  is  a  flag  officer;  in 
each  are  found  a  number  of  separate  technical  departments  (ressorts), 
each  independent  of  the  other,  but  all  under  the  general  management 
and  direct  control  of  the  superintendent;  and  in  each  and  all  yards 
exists  the  policy  of  decentralization,  the  distribution  of  specialized 
work  in  several  separate  departments  under  expert  specialized  chiefs 
entrusted  with  autaority  and  held  rigidly  responsible  lor  the  efficiency 
and  economy  of  their  departments. 

About  8,000  men  are  employed  at  Kiel,  and  a  similar  number  at 
Wilhelmshaven,  but  at  Danzig  not  more  than  3,500  men  are  usually 
employed. 

61  order  to  carry  out  your  instructions  to  report  to  you  upon  the 
svstem  of  administration  in  force  in  Germany,  I  visited  tne  Kiel 
dockyard,  one  of  the  two  principal  jards,  and  finding  that  the  yards 
at  Wilhelmshaven  and  Danzig  had  identically  the  same  oi^anization, 
I  did  not  visit  these  yards,  as  I  had  originally  intended  doing,  in  order 
to  observe  any  differences.  I  have  also  had  several  interviews  with 
the  principal  officials  in  the  inarine-amt  connected  with  dockyard 
admmistration.  The  information  obtained  during  these  visits  and 
conversations  and  from  publications  available  is  embodied  in  this 
report  and  indicates  the  characteristic  features  of  German  dockyard 
auministration. 

The  German  dockyards  are  established  primarily  for  the  repair  and 
maintenance  of  the  fleet.  New  construction  enters  into  the  dxjckyard 
life  chiefly  as  a  means  for  furnishing  a  reserve  of  work  which  permits 
the  continuous  employment  of  a  skilled  force  which  it  is  desirable  to 
maintain  constantly  available  and  efficient.  The  ships  of  the  fleet 
come  to  the  dockyards  for  repairs,  docking,  etc.,  in  groups  of  three 
or  four  at  those  seasons  of  tne  year  during  which  the  neet  is  not 
engaged  as  a  whole  in  maneuvers. 

In  this  repair  work  the  Germans  find  the  necessity  for  dividing  the 
dockyard  work  among  many  departments  and  or  placing  at  the 
head  of  the  majority  of  them  naval  officers  of  the  seagoing  oranch. 

From  the  descriptions  of  the  system  for  administrative  work  which 
follow  hereafter,  it  becomes  noticeable  to  what  a  great  degree  the 
distribution  of  specialized  work  is  carried  in  German  dockyards.  It 
may  also  be  noted  that  there  is  great  duplication  of  similar  shops  and 
power  plants  among  the  various  departments,  although  with  the 
mcretised  introduction  of  electrical  power  these  power  plants  are 
being  reduced  in  number  and  will  in  time  become  fairly  concentrated. 

And  while  this  duplication,  incidental  to  the  distribution,  seems 
overdone,  the  German  opinion  is  strong  that  the  system  has  demon- 
strated itself  to  be  in  a  large  establisnment  not  only  efliicient  but 
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economical,  by  fixing  responsibility  definitely  upon  the  heads  of 
departments,  who  do  not  have  more  detail  work  to  attend  to  than  can 
properly  be  accomplished  by  one  man. 

It  may  be  noted  again  to  what  a  marked  degree  the  control  of  line 
oflicers  enters  in  the  departments  of  the  Marine- Amt,  the  directors 
of  which  (except  medical  and  law)  are  all  Une  officers — as  well  as  in 
the  dockyard  administration,  in  which  the  superintendent,  who  is  the 
general  manager,  and  five  heads  of  departments  are  Une  officers. 

Again,  the  separation  of  shipbuilding  constructors  and  of  machin- 
ery constructors  in  two  distinct  and  independent  corps  is  believed  by 
the  Germans  to  be  necessary — and  two  separate  divisions  in  the  con- 
struction department  of  the  marine-amt,  as  well  as  in  the  dockvards, 
are  maintained  in  consequence.  The  Germans  believe  that  l)etter 
results  are  thus  obtained,  and  they  place  these  two  divisions  in  the 
construction  department  of  the  marine-amt  under  the  general  control 
of  a  flag  officer-director,  who  coordinates  the  work  of  each  and  har- 
monizes questions  in  dispute.  The  responsibility  for  designs,  speci- 
fications, calculations,  etc.,  in  each  division  rests  always  with  the 
chief  of  the  technical  division. 

The  policy  of  separating  the  departments  of  the  marine-amt 
charged  with  the  designs,  specifications,  and  calculations  for  new  con- 
struction from  the  actual  execution  of  work  on  these  in  the  dockyards 
and  from  control  or  association  in  dockyard  administration  is  note- 
worthy, and  resembles  the  similar  policy  prevailing  in  English  admi- 
ralty administration. 

A  prominent  feature  in  the  relations  of  the  dockyard  superintend- 
ent to  the  marine-amt  and  to  the  fleet,  in  regard  to  his  responsibility 
for  the  upkeep  of  the  ships,  is  that  the  decision  as  to  the  repair  work 
to  be  done  rests  as  a  rule  with  the  superintendent.  As  long  as  he 
does  not  exceed  the  funds  allotted,  nor  come  into  disagreement  with 
fleet  authorities,  the  details  of  work  come  before  the  marine-amt  only 
in  the  customary  reports  of  work  in  hand. 

There  follows  a  memorandum  or  summary  of  the  organization  of 
the  dockyard  and  certain  other  departments  in  the  reichs  marine-amt 
(imperial  navy  office)  in  Berlin,  with  which  the  dockyards  are  inti- 
mately connected ;  and  following  this  will  be  found  a  statement  of  the 
organization  for  administration  actually  in  force  in  the  three  dock- 
yards. 

In  making  this  report  I  desire  to  inform  the  department  that  in  the 
work  of  obtaining  and  compiling  the  information  contained  in  it,  I 
have  been  ffreatly  assisted  oy  the  naval  attache,  Lieutenant-Com- 
mander Belknap,  whose  extended  acquaintance  with  the  naval  offi- 
cials, the  subject  treated,  and  the  German  language  have  made  easier 
and  more  complete  a  somewhat  difficult  task. 
Very  respectfully, 

R.  P.  RODGEBS, 

Rear-Admiral,  U.  S.  Navy. 
Berlin,  July  12,  1909. 

ORGANIZATION    IN   REICHS    MARINE-AMT    FOR   DOCKYARD 
ADMINISTRATION. 

In  any  study  of  the  German  system  of  dockyard  administration  it 
is  necessary  to  consider  also  the  organization  of  certain  of  the  Depart- 
ments of  the  marine-amt  (navy  department)  in  BerUn  connected 
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with  construction  and  installation  work,  and  -especially  that  of  the 
dockyard  department  (werftdepartement).  The  organization  of  this 
dockyard  department  is  quite  similar  to  that  in  the  dockyards,  there 
being  in  it  divisions  (abteilung)  and  subdivisions  (section,  dezemat) 
with  similar  titles  and  corresponding  to  the  departments  (ressort)  in 
the  dockyards;  with  the  exception  that  dockyard  ordnance  affairs 
do  not  pertain  to  the  dockyard  department  but  to  the  ordnance 
department. 

A  brief  description  of  the  dockyard  department  and  of  the  con- 
struction, ordnance,  and  administration  departments,  so  far  as  these 
relate  to  dockyard  administration,  follows: 

DOCKTABD  DBPARTMKNT  (b)   (WBBFTDBPABTMBMT.) 

The  director  of  the  dockyard  department  in  the  marine-amt  is  a 
flag  officer  (now  a  vice-admiral),  and  is  ex  officio  a  member  of  the 
Bundesrath  (Senate).  Under  his  direction  are  the  following  divi- 
sions and  subdivisions: 

B~I.  Dezernat  for  the  technical  and  managing  personnel  of  the 
dockyards.     A  captain  in  charge. 

B-II.  Dezernat  for  the  fitting  out  of  ships.     A  captain  in  chari^e. 

B-III.  Dezernat  for  maintenance  of  ships  in  serviceable  condition 
(repair)  and  for  management  of  shipbuilding.  A  naval  shipbuilding 
constructor  in  charge  (rank  of  captain). 

B~IV.  Dezernat  for  maintenance  of  ships  in  serviceable  condition 
and  for  the  management  of  ships'  machinery  construction.  A  naval 
machinery  constructor  in  charge  (rank  of  captain). 

B-V.  Section  for  torpedo  Sairs.  This  section  is  again  divided 
into  two  dezernats.     A  commander  section  chief. 

B-VI.  Dezernat  for  the  administration  of  funds  allotted  for  tor- 
pedo-boat construction.     A  nonseagoing  staff  officer  in  charge. 

B-VII.  Division  of  Dockyard  Administration.  A  nonseagoing 
staff  officer  division  chief,  further  subdivided  into  four  dezernats, 
under  four  civilian  heads,  for  the  purchase  and  care  of  stores,  esti- 
mates for  repairs,  etc.,  accounts,  etc. 

B-VIII.  Dezernat  for  civil  engineering  and  harbor  works.  A 
civil  ei^ineer  in  charge. 

B-lA.  Dezernat  for  mines  and  obstructions.  A  captain  in 
charge. 

It  will  be  noted  that  the  dockyard  department,  under  the  direction 
of  a  flag  officer,  is  charged  entirely  with  all  dockyard  administration 
affairs — repairs,  new  constructions  in  dockyards,  stores,  contracts, 
and  purchases,  funds  for  work,  wages,  estimates  for  repairs,  yard 
improvements,  and  for  all  building  and  harbor  works.  It  resembles 
closely  the  controller's  department  of  the  English  Admiralty,  except 
that  the  offices  of  director  of  naval  construction  and  engineer  in  chief 
for  desiming  new  construction  in  the  controller's  department  are  not 
included  in  the  German  dockyard  department,  but  are  placed  under 
a  separate  department  (construction  department)  in  the  marine-amt; 
it  being  thought  in  Germany  that  the  designing  of  ships  added  to  the 
work  of  actual  construction  and  other  detail  dockyard  work  com- 
bines too  much  for  any  one  man  to  attend  to  properly. 

The  construction  department  has  no  place  in  the  dockyard  admin- 
istration.   If  a  ship  is  to  be  built  in  a  dockyard,  the  construction 
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department  furnishes  to  it  the  plans  and  specifications  upon  which 
the  ship  is  to  be  built,  in  the  same  manner  as  these  would  be  supplied 
to  any  private  shipbuilding  firm  with  which  contract  may  be  made. 
With  the  ship's  construction  the  construction  department  has  no 
connection,  except  to  assure  that  this  is  carried  out  according  to 
specification  and  plan;  and  for  this  purpose  it  may  send  its  inspectors 
to  the  dockyards,  although  this  is  seldom  done,  as  those  in  chaise  of 
the  work  are  themselves  members  of  the  same  two  corps  of  officers 
as  those  who  make  the  designs.  At  private  yards  in  which  construc- 
tion is  in  hand  for  the  navy  the  construction  department  maintains 
constantly  a  regular  force  of  inspectors. 

THE  OONSTBUOTIOX  DEPABTMEXT  (k)  (KONSTBUKTIGN  DEPABTEMENT). 

[A  nar-admlral  director.]  i 

The  construction  department  of  the  marine-amt  is  also  under  the 
direction  of  a  flag  officer,  a  rear-admiral  on  the  active  list,  who  co- 
ordinates and  controls  the  work  of  his  various  divisions. 

This  department  is  divided  into  the  principal  divisions  and  two 
subdivisions  (Dezemat)  as  follows: 

K-I.  Division  for  shipbuilding  construction.  A  naval  shipbuilding 
constructor  (rank  of  captain)  division  chief. 

This  division  is  charged  with  the  designs,  specifications,  and  calcu- 
lations for  all  new  constructions,  and  For  these  the  division  chief  is 
responsible.  He  is  assisted  in  this  work  by  some  fifteen  naval  ship- 
building constructors  of  various  grades. 

K-IL  Division  for  machinery  construction.  A  naval  machinery 
constructor  (rank  of  captain)  division  chief. 

This  division  is  charged  with  the  designs,  specifications,  and  calcu- 
lations for  all  new  machinery  construction,  and  for  these  the  divi- 
sion chief  is  responsible.  He  is  assisted  by  some  nine  naval  machinery 
constructors  of  various  grades. 

All  electrical  work  is  under  this  division,  but  the  question  of  sepa- 
rating the  electrical  work  under  a  distinct  division  is  being  con- 
sidered. 

K-III.  Dezemat  for  trials  and  for  military  questions  of  ship- 
building.    A  captain  in  charge. 

This  office  is  charged  with  the  supervision  of  matters  of  ship  and 
machinerv  construction  affecting  the  tactical  and  military  quaUtie>s 
of  new  ships,  and  follows  their  trials  and  results.  The  captain  in 
charge  is  assisted  by  three  naval  engineers. 

K-IV.  Dezemat  for  administration  of  funds  for  new  ship  construc- 
tion.    A  civihan  in  charge. 

The  construction  department,  as  has  been  mentioned  before,  is  con- 
cerned done  with  the  designs,  specifications,  and  calculations  for  new 
construction  and  with  the  supervision  of  new  construction  work  in 
private  vards;  and  for  one  year  after  the  completion  of  a  ship  it  is 
responsible  for  the  good  working  of  hull,  machinery,  etc. ;  at  the  end 
of  this  year  the  construction  department's  connection  with  the  ship 
ceases,  and  for  repairs  and  maintenance  it  passes  under  the  entire 
control  of  the  dockyard  department. 

All  plans  for  new  construction  work  and  all  propositions  for  exten- 
sive alterations  or  repairs  in  older  vesseb  must  be  submitted  by  the 
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construction  department  or  dockyard  department  to  the  division  for 
military  (naval)  questions  of  ship's  construction,  etc.,  in  the  general 
naval  department,  for  consideration  and  approval. 

Previous  to  19CK)  the  construction  department  was  directed  by  a 
naval  shipbuilding  constructor,  but  since  then  it  has  been  under  the 
direction  of  a  flag  officer.  The  Grermans  are  of  the  opinion  that  by 
this  arrangement  a  better  coordination  of  work  of  the  various  divi- 
sions is  obtained  within  the  department  and  that  its  relations  with 
other  departments  of  the  marme  amt  are  better  maintained  than 
under  the  former  arrangement. 

ORDNANCE  DEPARTMENT    (w)    (WAFFEN  DEPARTEMENT.) 

[A  vice-admiral,  director.] 

All  ordnance  questions  are  placed  under  the  control  and  manage- 
ment of  a  separate  department  of  the  marine-amt,  which  finds  its 
counterpart  in  the  dockyards  in  the  ordnance  department  (Artillerie- 
Ressort). 

The  ordnance  department  is  directed  by  a  flag  officer,  at  present  a 
vice-admiral.  It  is  divided  into  two  principal  divisions  and  two 
other  minor  subdivisions  (Dezernat). 

W-I.  Division  for  ordnance  construction.    A  captain,  division  chief. 

Charged  with  the  design,  manufacture,  purchase,  inspection,  and 
test  of  armor,  guns,  and  other  ordnance  material  for  ships  and  coast 
fortifications  pertaining  to  the  navy.  The  division  chief  is  assisted 
by  two  line  ofiicers,  a  naval  engineer,  a  machinery  constructor,  and  a 
gunner. 

W-II.  Division  for  the  installation  and  care  of  ordnance  afloat. 
A  commander,  division  chief. 

Charged  with  the  installation  and  care  of  ordnance  material  afloat; 
firing  and  service  regulations;  target  practice  and  reports  of  firing. 

W-III.  Dezernat  for  coast  fortifications  and  ordnance  depots.  A 
lieutenant-commander  in  charge.  General  care  and  management  of 
ordnance  and  ordnance  stores  in  naval  fortifications,  naval  store- 
houses, depots,  and  magazines. 

W-IV.  Dezernat  for  ordnance  administration  affairs.  A  nonsea- 
going  staff  oilicer  in  charge. 

administration  department  (financial)  (c)  (verwaltunos- 

departement). 

[A  rear-admiral,  director,  and  ex  officio  a  member  of  the  Bundearath  (Senate).] 

As  this  department  is  chiefly  a  financial  one  and  enters  onlv  indi- 
rectly into  dockyard  affairs,  it  is  deemed  sufficient  to  state  veryl)riefly 
its  functions.  It  is  charged  with  the  Budget  and  Estimates  as  a  whole, 
compiling,  adjusting,  and  arranging  the  portions  of  the  estimates  for 
the  Durlget  submitted  by  the  otlier  departments  of  the  Marine-Amt. 
It  is  charged  directly  with  the  funds  for  the  pay  of  officers  and  men, 
provisions,  clothing,  subsistence,  lodging,  education  and  training  of 
the  naval  personnel;  but  it  has  no  part  in  the  actual  expenditure  of 
funds  for  snip  material  or  for  the  maintenance  of  dockyards  or  ships 

It  is  also  tne  general  auditing  department  for  the  navy. 
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OBOANIZATION   FOR   ADMINISTRATION   IN   DOCKYARDS. 

The  following  describes  the  organization  for  administration  and 
the  distribution  of  work  in  the  dock3rards.  The  system  is  identical 
in  each  yard,  except  that  in  the  Dant^ig  yard  the  torpedo  department 
is  omitted. 

The  list  of  the  yard  departments  and  department  chiefs  is  given 
below: 

Superintendent  (Oberwerftdirektor),  flag  officer. 

1.  Central  department  (Zentral  Ressort),  captain,  chief, 
(a)  Labor  office  (Arbeiteramt),  civilian,  chief. 

2.  Fitting  out  department  (Ausriistungs  Ressort),  captain,  director. 

3.  Ordnance  department  (Artillerie  Ressort),  heutenant-com* 
mander,  director. 

4.  Shipbuilding  construction  department  (Schiffbau  Ressort), 
directing  naval  constructor,  director. 

5.  Machiner^r  construction  department  (Maschinenbau  Ressort), 
directing  machinery  constructor,  director. 

6.  Civil  engincenng  department  (Hafenbau  Ressort),  civil  engineer, 
director. 

7.  Navigation  department  (Navigations  Ressort),  commander  -or 
captain,  director. 

8.  Torpedo  department  (Torpedo  Ressort),  commander  or  captain, 
director. 

9.  Administration  department  (Verwaltungs  Ressort),  a  nonsea- 
going  staff  officer,  direct<jr. 

The  central  department  includes  the  secretariat  and  forms  the 
superintendent's  ollice.  The  labor  office  deals  entirely  with  labor 
questions.  The  administration  department  is  charged  with  stores, 
labor  funds  and  wages,  accounts,  purchases  and  estimates  for  repairs, 
etc.  The  other  eignt  departments  enter  into  the  technical  or  pro- 
fessional dockyard  work.  A  synopsis  of  the  duties  of  each  depart- 
ment and  of  the  distribution  of  work  among  them  follows: 

THE   SUPERINTENDENT. 

The  superintendent  (or  superintending  dockyard  director)  is 
always  a  flag  officer.  lie  is  the  general  manager  of  the  dockyard,  and 
is  also  in  military  command  of  all  persons  within  its  limits.  He  is 
directly  responsible  for  the  efficiency  and  economy  of  the  yard,  and 
he  coordinates  and  actually  directs  the  work  of  the  separate  depart- 
ments in  a  manner  to  secure  the  best  results. 

He  is  Quite  independent  of  the  chief  of  the  naval  station  of  the 
Baltic  or  North  wSea,  as  case  may  be,  and  is  the  responsible  head  of  an 
estabhshment  maintained  and  operated  primarily  for  the  repair  and 
upkeep  of  the  fleet. 

He  IS  carefully  selected  from  the  list  of  flag  officers  for  his  special 
fitness  for  docKyard  management;  experience  in  dockyard  work, 
and  skill  in  administration  being  the  principal  qualifications  con- 
sidered. His  term  of  office  generally  extends  over  a  number  of 
years  (four  or  five). 

CENTRAL  DEPARTMENT. 

A  captain  chief  of  department  and  assistant  to  the  superintendent. 
He  replaces  the  superintendent  in  case  of  absence,  and  he  is  ex 
officio  senior  to  all  the  other  directors  in  the  dockyard. 
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This  department  is  charged  with  the  general  direction  so  far  as 
concerns  correspondence  and  the  distnbution  and  regulation  of 
work;  with  dockyard  files;  confidential  matters;  library;  police;  fire 
department;  watchmen,  etc.  It  is  the  ofiice  of  the  secretariat  and 
staff  of  the  superintendent.  Attached  to  it  is  a  clerical  force  num- 
bering about  16. 

LABOR  OFFICB. 

A  labor  office  is  established  in  each  yard  for  the  adjustment  of 
labor  questions;  the  employment  of  laborers,  etc.,  and  is  similar  in 
purpose  to  the  labor  board  found  in  our  navy-yards.  It  is  closely 
connected  with  the  superintendent's  office  and  also  with  the  adminis- 
tration department  of  the  yard. 

mriNO-OUT  DEFARTIIBNT. 
[A  captaln>director.] 

Care  of  ships  out  of  conunission;  department's  stores;  rigging  and 
sail  lofts;  individual  storehouses  for  ships  in  first  and  second  reserves; 
yard  craft,  etc. 

Attached  to  this  department  are  a  lieutenant-commajider,  an 
engineer,  and  a  number  of  foremen,  clerks,  accountants,  etc.,  all 
civilians. 

OBDNANCB  DBPABTHBNT. 
[A  lieuteiuuit-ooiiunander  director.] 

Charged  with  the  care  of  ordnance  material,  its  storage,  repair, 
and  installation  on  board  ship.  Such  ordnance  work  as  necessitates 
the  securing  of  parts  to  the  snip's  structure  is  done  by  the  construc- 
tion (shipbuilding)  department. 

For  new  ships  the  guns  and  gun  mounts  are  generally  supplied  by  a 
contractor,  wno  installs  these  in  the  ship,  the  ordnance  and  con- 
struction departments  lending  the  necessary  workmen. 

The  ordnance  department  operates  its  own  shops,  plant,  storehouses, 
and  employees.  Attached  to  it  are  eight  chief  ^imners,  several 
civilians  with  technical  training,  foremen,  clerks,  and  accoimtants. 

SHIPBUniDING  CONSTRUCTION  DEPARTMENT. 
[A  dlreoting  naval  shipbuilding  oonstruotor-direotor.] 

Charged  with  all  construction  and  ship  repair  work;  the  clerical 
and  drawing-room  force  connected  therewith;  stores  and  storehouses 
for  construction  material ;  shipbuilding  and  shipfitting  machine  shops 
and  plant,  boat  and  spar  shops,  ship  joiner  and  carpenter  shops, 
paint  shop,  sawmills,  tine  power  plant  for  operating  these,  unless 
electric  power  is  used,  and  the  management  or  all  dry  docks  (includ- 
ing pumping). 

To  this  department  are  attached  many  naval  shipbuilding  con- 
structors (15  to  20);  some  8  or  more  foremen,  a  large  clerical  and 
drawing-room  force,  and  accountants. 
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MACHINBRT  0ON8TBUCTION   DSFARTHENT. 
f  A  directing  naval  machinery  constructor-director.] 

This  department  is  charged  with  the  construction  and  repair  of  all 
steam,  hydraulic,  pneumatic  engineering  work.  It  is  also  charged 
at  present  with  electrical  work,  but  it  is  probable  that  electrical  work 
will  soon  form  a  new  and  separate  department. 

It  controls  its  own  storehouses,  clerical,  drafting,  and  accountant 
force,  as  well  as  the  machine,  boiler,  and  pattern  shops,  foundry, 
power  plant,  etc.,  for  its  own  work,  independent  of  other  depart* 
ments.     The  electric-power  plant  is  under  this  department. 

There  is  attached  to  it  a  great  number  of  macninery  constructors 
(about  25),  with  a  large  force  of  foremen,  overseers,  clerks,  draftsmen, 
accountants,  etc. 

CIVIL  BNOINEBRINO  DEPARTMENT. 

This  department  is  chained  with  all  building  work  of  whatever 
character— dry  docks,  quays,  storehouses,  machine  shops,  offices  and 
residences^  railways,  roadways,  etc.,  and  all  harbor  work  and  dredges. 

It  also  mstalls  the  machinery  in  all  new  shops  or  buildings,  which, 
when  completed,  are  turned  over  to  the  departments  for  maintenance. 
All  buildings  and  dry  docks  are,  however,  kept  in  repair  by  the  civil 
engineer  department.  The  docks  when  completed  are  operated  bv 
the  shipbuilding  construction  department.  Tne  department  controls 
its  own  storehouses,  shops,  plant,  clerical  and  labor  force. 

Besides  the  director  there  are  three  high-grade  civil  engineers,  three 
other  civil  engineers,  with  a  considerable  force  of  technical  draftsmen, 
overseers,  clerks,  and  accountants. 

NAYIOATION  DEPARTMENT. 
[A  commander  director.] 

Charged  with  the  care,  storage,  supply  of  charts  for  vessels,  the 
repair  and  care  of  nautical  instruments,  mcluding  chronometers  and 
compasses;  and  the  inspection,  test,  and  installation  of  compasses. 
The  importance  assigned  this  duty  is  indicated  by  its  being  placed 
under  a  separate  department.  The  director  is  assisted  by  6  civilian 
inspectors. 

TORPEDO  DEPARTMENT. 

[A  commander  director.] 

This  department  has  entire  charge  of  the  repair,  docking,  and  fitting 
out  of  torpedo  boats  and  destroyers,  including  work  upon  hull, 
machinery,  armament,  and  munitions,  the  charge  of  storehouses  for 
individual  boats,  and  the  equipment  of  boats  in  reserve. 

It  is  also  charged  with  the  repair  of  torpedoes  and  of  all  torpedo 
material  for  ships  as  well  as  torpedo  boats. 

It  maintains  its  own  shops,  power  plant  (unless  electric),  store- 
houses, clerical  and  drafting  force,  and  accountants. 

The  torpedo  department  is  virtually  a  small  dockyard  within  the 
dockyard,  and  it  has  become  so  organized  for  the  purpose  of  facili- 
tating and  expediting  the  repairs  of  torpedo  boats,  torpedoes,  and  all 
torpedo  material  in  the  most  efficient  manner  possible. 

21306—10 48 
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For  this  purpose  the  personnel  of  this  department  includes  the 
following: 

A  commander  or  captain  director,  especially  chosen  for  his  experi- 
eiice  and  efficiency  in  torpedo-boat  and  torpedo  work ;  three  torpedo 
engineers;  six  torpedo  warrant  officers;  a  shipbuilding  constructor; 
two  machinery  constructors;  and  a  large  number  of  technical  drafts- 
men, foremen,  overseers,  clerks,  and  accountants. 

This  department  furnishes  a  striking  illustration  of  the  Gienn&n 
policy  of  aecentraUzation  and  specialization  of  work. 

APMINISniATION  DBPABTMBMT. 
[A  noxueagolng  staff  offloer-dJreetor.] 

This  department  includes  a  number  of  administrative  offices,  such 
as  stores,  cotitracts  and  purchases,  budget  estimates  for  repairs  or 
new  cQnstruction.  wa^es,  and  auditing  of  accoimts. 

Stores. — This  office  is  charged  with  certain  general  stores  for  dock- 
yard use  and  with  ships'  stores,  including  coal,  but  not  including 
{irovisions,  clothing,  or  ordnance  stores,  for  the  supply  of  the  fleet, 
t  does  not  maintain  a  general  store  from  which  the  dockyard  manu- 
facturing departments  habitually  draw  their  material  for  current 
work,  as  is  the  case  in  the  English  and  our  system;  but  each  yard 
department  maintains  its  own  store  of  materials  required  for  its  own 
usp^;  the  purchase  of  such  material,  however,  is  made  by  the  con- 
tract and  purchase  office.  In  the  case  when  any  material  in  the 
general  store  is  needed  by  any  other  yard  department,  it  can  be 
drawn  by  it  upon  requisition. 

Provisions,  clothing,  and  ordnance  stores  are  not  controlled  by  the 
dockyard,  but  are  stored  in  separate  depots  in  charge  of  intendants 
and  under  the  general  command  of  the  commander  in  chief  of  the 
station. 

Contracts  and  purchases, — The  purchases  of  stores  and  material, 
except  ordnance  and  torpedoes  and  nautical  intruments,  for  all 
dockyards  is  distributed  among  the  different  individual  yards;  the 
greater  portion  being  assigned  to  Kiel  and  Wilhelmshaven.  To 
each  yard  is  assigned  the  purchase  of  stores  of  certain  classes  for  the 
whole  naval  establishment,  to  be  delivered  on  order  from  the  three 
dockyards  as  required. 

Contracts  and  purchases  under  bids  not  exceeding  the  limit  of 
100,000  marks  can  be  thus  made  without  action  of  the  marine-amt; 
but  all  in  excess  of  this  limit  and  all  purchases  of  special  or  proprie- 
tary articles  must  be  submitted  for  approval.  If  the  purchase  is 
made  abroad  the  limit  in  value  for  independent  action  is  10,000 
marks. 

Coal  and  oil  are  contracted  for  annually  in  the  marine-amt. 

Torpedoes  and  torpedo  material  are  purchased  or  manufactured 
by  the  Torpedo-Inspection  at  Kiel,  but  material  for  torpedo  work  in 
dockyards  is  purchased  by  the  dockyards  in  the  same  manner  as  for 
other  material  and  stores. 

Ordnance  material,  guns,  ammunition,  armor,  etc.,  are  purchased 
by  the  ordnance  department  in  the  Marine- Amt. 

Some  stores  (such  as  coal  and  oil)  are  purchased  at  the  Marine^Amt 
(Navy  Department)  itself;  but  these  are  not  great  in  number,  the 
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policy  beio^  to  decentralize  and  to  relieve  the  Marine-Amt  of  too 
much  detail  work. 

As  tax  essential  part  of  the  German  system  of  economy,  heads  of 
departments  in  dockyards  are  responsible  for  the  proper  supply  and 
expenditure  of  material  for  their  own  departments,  and  are  held  to 
close  accountability  that  any  excess  in  stores  is  not  induced  in. 

Estimates,  etc, — The  estimates  for  repairs,  new  construction,  altera- 
tions, new  plant,  etc.,  are  prepared  in  this  department  for  the  Marine- 
Amt  and  tne  Budget.  AJl  questions  of  wages,  allotment  of  money 
for  labor  and  material,  questions  of  funds  to  be  provided  for  in  the 
Budget,  and  the  general  dockyard  accounts  relating  to  the  Budget 
are  under  the  cognizance  and  supervision  of  this  office.  And  reports 
upon  all  such  questions  are  forwarded  to  the  superintendent  for  the 
dockyard  department  in  the  Marine-Amt,  in  Berlin,  for  considera- 
tion and  approval. 

This  office  also  audits  the  accounts  of  the  several  dockyard  de- 
partments. 

Attached  to  this  administration  department  are  4  chiefs  of  divi- 
sions (civilians),  1  store  director,  with  4  accountants  and  a  clerical 
force  including  various  grades  and  aggregating  about  50  in  number. 

KIAUCHOW. 

The  only  naval  establishment  of  any  considerable  importance 
maintainea  abroad  by  the  Germans  is  that  of  Kiauchow.  Its  organi- 
zation is  interwoven  with  the  colonial  government  and  being  not  of 
interest  in  any  general  discussion  of  German  dockyard  administration 
is  consequently  omitted  from  present  consideration. 
Very  respectfully, 

R.  P.  RODGERS, 

Rear  Admiral^  U,  S.  N. 
Berlin,  July  12,  1909. 


Appendix  No.  3. 

United  States  Navt-Yard, 
Philadelphia  J  Pa.,  January  31,  1910. 

Sir:  The  following  comments  upon  naval  constructor's  letter  dated 
January  22,  1910,  relative  to  the  construction  of  rifle  butts,  are  sub- 
mitted in  obedience  to  verbal  order  of  the  Secretary  of  the  Navy: 

2.  Relative  to  statement  in  paragraph  1  of  letter,  the  naval  con- 
structor's comment  that  "these  statements  reflect  severely  on  my 
professional  knowledge  and  executive  abilitj"  seems  hardly  fair  to 
that  officer,  inasmuch  as  the  work  was  of  a  distinctly  civil  engineering 
character,  for  which  a  naval  constructor  is  not  qualrfled  either  by 
education  or  training. 

The  naval  constructor  intimates  that  the  Secretary's  statement  is 
"founded  on  incomplete  information."  It  is  believed  that  the  data 
contained  in  the  civil  engineer's  reports  of  December  16,  1909,  and 
January  24,  1910,  cover  the  ground  very  thoroughly.  The  civil  engi- 
neer's reports  were  in  obedience  to  telegraphic  instructions  from  tne 
Bureau  of  Yards  and  Docks,  dated  December  16;  1909;  the  same 
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instructions  were  sent  to  the  naval  constructor,  giving  that  officer 
every  opportunity  to  present  his  yiews  and  detailed  cost,  to  which 
only  a  bnef  and  very  general  reply  was  submitted.  The  Secretary's 
statements  as  quoted  l>y  the  naval  constructor  are  ba^ed  upon  the 
data  furnished  in  these  two  reports,  the  civil  eng;ineer  and  the  naval 
constructor  having  been  given  equal  opportumty  to  present  their 
figures. 

3.  Relative  to  statement  in  paragraph  2  of  letter,  the  quotation 
from  the  Secretary's  hearing  refers  to  the  construction  of  several 
items  of  work  and  does  not  refer  to  diflFerent  **idbs."  The  division 
of  the  work  into  items  or  jobs  appears  to  be  without  any  importance 
whatever  as  affecting  the  consideration  of  details  attending  the  work. 

4.  Relative  to  paragraph  3  of  the  naval  constructor's  letter,  the 
civil  engineer's  report  dated  December  16;  1909,  distinctly  states 
that  certain  expenditures  were  made  prior  to  July  1,  1909,  both  for 
material  and  labor  for  the  entire  work,  and  distinctly  refers  to  the 
"completion"  of  the  work,  as  stated  by  the  naval  constructor. 

5.  Kelative  to  paragraph  4  of  the  naval  constructor's  letter,  a 
reference  to  appendices  '*6"  and  "C"  attached  to  the  civil  engineer's 
report  of  December  16,  1909.  will  show  that  credit  was  given  for 
certain  portions  of  the  work  performed  subsequent  to  that  date^ 
exactly  as  should  be  done,  as  claimed  by  the  naval  constructor. 

6.  Kelative  to  paragrapn  5  of  the  naval  constructor's  letter,  com- 
parison of  costs  as  made  by  the  naval  constructor  in  this  paragraph 
mclude  materials,  and  is  based  upon  segregation  and  adjustment  of   ' 
expenditures  which  are  materially  in  error,  and  to  wmch  specific 
exception  is  taken  in  detail  in  subsequent  comments.     The  statement 
is  made  in  the  naval  constructor's  analysis  to  include  materials,  and 
to  include  certain  portions  of  the  work,  such  as  pile  driving,  which 
was  performed  entirely  by  the  naval  constructor,  tend  to  obscure 
and  improperly  modify  the  deductions  as  to  the  relative  ability  of  a 
naval  constructor  ana  a  civil  engineer  to  carry  on  civil  engineering 
work.     Certain  materials  are  required  for  the  constructions,  and  the 
cost  of  such  material  would  be  approximately  the  same  no  matter        ' 
under  whose  jurisdiction  the  work  was  carried  on.     The  matter  of        ' 
direct  labor  required  for  identical  work  performed  under  the  direction         I 
of  the  naval  constructor  and  the  civn  engineer,  respectively,  is  a        I 
direct  measure  of  the  efficiency  and  ability  of  those  officers  in  the        | 
supervision  of  such  work.     The  principal  deduction  and  gist  of  the        | 
statement  of  the  Secretary  as  quoted  by  the  naval  constructor  is  the        | 
relative  cost  for  actual  labor  lor  identicftl  work  as  performed  by  a 
naval  constructor  and  a  civil  engineer,  and  this  particular  information 
was  specifically  requested  from  both  the  naval  constructor  and  the 
civil  en^jineer  by  the  Bureau  of  Yards  and  Docks'  telegraphic  instruc- 
tions of  Decemoer  16,  1909.     The  figures  as  given  by  the  naval  con- 
structor in  paragraph  6  are  upon  a  radically  different  basis,  and  do 
not  in  any  way  represent  relative  labor  costs;  are  upon  deductions 
which  are  erroneous — which  will  be  shown  later — and  are  entirely 
misleading.     The  deduction  of  relative  cost  for  labor  for  identical 
work  of  $6S.36  per  foot  for  labor  performed  by  the  naval  constructor 
as  compared  with  $30.07  per  foot  as  performed  by  the  civil  engineer, 
very  accurately  represent  actual  comparative  labor  costs,  which  are 
based  upon  detailed  segregations  of  expenditures  as  tabulated  in 
appendices  "A"  to  ''E,"  inclusive  of  civil  engineer's  reports,  and  are 
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not  affected  nor  changed  in  any  way  by  the  naval  constructor's 
statements. 

7.  Relative  to  paragraph  6  of  the  naval  constructor's  letter,  the 
naval  constructor  states  that  the  first  butt  should  legitimately  cost 
more  than  the  subsequent  constructions.  In  comment  upon  this 
statement  the  civil  en^neer  represents  that  the  detailed  plans  for 
the  work,  also  detailed  plans  for  the  forms  and  for  the  method  of 
prosecution  of  the  work,  were  all  outlined  and  elaborated  in  the  office 
of  the  civil  engineer  before  the  work  was  begun,  and  that  the  method 
of  procedure  was  carried  on  identically  as  planned  from  the  start  to 
the  finish.  There  was  nothing  of  an  experimental  or  pioneer  nature 
whatever  in  the  methods  followed  in  the  prosecution  of  the  work; 
neither  was  there  any  education  of  foremen  or  employees  required. 
The  work  required  detailed  attention  and  supervision  and  direction 
by  a  competent  officer  from  start  to  finish,  and  the  difference  in  the 
cost  of  the  first  butt  and  of  the  second  and  third  butts  results  entirely 
from  the  difference  in  the  training  and  experience  of  the  two  officers 
who  were  responsible  for  the  carrying  on  of  the  two  portions  of  the 
work,  and  emphasizes  the  fact  that  a  naval  constructor  is  not  a  civil 
engineer  and  can  not  efficiently  perf orpi  civil  engineering  work. 

8.  Relative  to  paragraph  7  of  the  naval  constructor's  letter,  the 
naval  constructor  comments  upon  the  cost  of  pumping  required  for 
the  excavation  of  the  first  butt,  and  claims  that  this  item  was  far 
greater  for  the  first  butt  than  for  the  third  one.  The  excessive  cost 
complained  of  by  the  naval  constructor  should  readily  have  been 
avoided  by  the  placing  of  a  drain  as  was  recommended  by  the  civil 
engineer  to  the  roreman  and  as  was  actually  done  for  the  third  butt. 

9.  Relative  to  paragraph  8  of  the  naval  constructor's  letter,  it  is 
absurd  to  argue  tnat  work  can  be  performed  as  cheaply  and  as  effi- 
ciently in  a  boggy  swamp  as  upon  high  and  solid  ground.  The  piling 
supports  the  completed  work,  but  does  not  assist  in  any  way  in 
solidifying  or  raising  the  area  upon  which  the  work-  must  be  prose- 
cuted. 

10.  Relative  to  paragraph  9  of  the  naval  constructor's  letter,  the 
following  are  detailed  comments  on  the  "analysis  of  cost"  as  sub- 
mitted by  the  naval  constructor*  The  civil  engineer  differs  radi- 
cally with  many  of  the  statements  contained  in  the  analysis,  and 
believes  that  the  analysis  has  the  effect  of  obscuring  a  fair  deduction  as 
to  relative  labor  costs  by  its  voluminous  pages  and  by  including 
costs  of  material  and  expencfitures  for  portions  of  the  work  which 
were  completed  by  the  naval  constructor,  which  were  not  included 
in  any  way  in  work  performed  by  the  civil  engineer. 

11.  Relative  to  statements  on  page  2  of  the  naval  constructor's 
analysis,  the  naval  constructor  states  that  "each  butt  consisted 
essentially^  of  a  flat  slab  of  concrete  about  90  feet  long."  This  state- 
ment is  in  error  in  that  the  first  butt — the  one  completed  by  the 
naval  constructor — is  but  84  feet  long,  whereas  both  the  300  and 
the  600  yard  butts — completed  by  the  civil  engineer — are  96  feet 
long,  or  each  one-seventh  longer  than  the  butt  constructed  by  the 
naval  constructor. 

The  naval  constructor  states,  relative  to  the  butts:  "*  ♦  ♦  one 
edge  of  the  long  dimension  being  set  level  with  the  ground."  This 
statement  is  in  error,  in  that  the  first  butt  is  practically  level  with 
the  ground,  as  stated;  whereas  the  second  butt  is  3  or  4  feet  above 

Digitized  by  V^OOQlC 


758     PBOPOSBD  BEOAOAinZATION  OF  KAVT  DEPASTICENT. 

the  level  of  the  ^und  and  the  third  butt  about  6  ieet  above  iht 
ground,  these  being  important  differences  as  affecting  the  cost  d 
placing  materials,  and  added  considerably  to  the  labor  expense  f  ^r 
the  construction  of  the  second  and  third  butts  constructed  by  tfae 
civil  engineer,  as  compari&d  with  the  cost  of  the  first  butt  constructed 
by  the  naval  constructor.  The  naval  constructor  states  that  the 
concrete  for  the  structures,  except  for  the  columns  and  girders,  was 
cast  in  a  separate  wooden  form  laid  on  the  ground,  the  fiiished  slab 
then  being  hoisted  into  place.  This  statement  is  in  error,  in  that  the 
slabs  for  the  markers'  gallery  were  all  cast  in  place  and  required 

rial  forms,  which  were  manufactured  and  placed  in  the  course  of 
work. 

12.  Relative  to  statements  on  page  3  of  the  naval  constructor's 
analysis,  the  naval  constructor  states  that  ^^  there  was  expended 
$352.80  for  labor  for  drawings,  surveys,  and  other  preliminary 
work."  In  Appendix  ''B"  of  the  civil  engineer's  report  an  amount 
of  $317.11  is  credited  for  this  portion  of  the  work,  the  amount  agree- 
ing practically  with  that  given  by  the  naval  constructor,  and  is  not 
included  in  the  total  from  which  the  relative  labor  costs  were  ti^en. 

The  naval  constructor  states  that  ''  the  wooden  forms  for  half  of 
the  oolimms  and  girders  of  that  butt  had  been  erected  in  place," 
referring  to  the  300-yard  butt.  This  statement  is  in  error  m  that 
not  to  exceed  one-quarter  of  the  forms — liberally  estimated — ^were  in 
place,  as  mav  be  seen  from  record  photograph. 

The  naval  constructor  states  that  '^  wooden  forms  for  concrete 
work  had  been  made  which  were  available  for  300  and  600  yard 
butts."  In  Civil  Engineers  Re]K)rt  (Appendix  B)  $348  are  creoiied 
the  naval  constructor  and  debited  the  civil  en^eer  for  the  portion 
of  the  work  which  is  properly  chargeable  agamst  the  300  and  600 
yard  butts. 

The  naval  constructor  states  that  ''about  three-quarters  of  the 
material  for  the  entire  job  had  been  purchased  and  paid  for."  This 
statement  is  in  error  in  that  at  least  half  of  this  matenal,  after  making 
a  liberal  allowance  for  that  portion  which  ^as  constructed  into  forms 
and  which  was  later  used  in  connection  with  the  300  and  600  yard 
butts,  was  entirely  expended  in^  the  construction  of  the  200  yard 
butt;  or,  in  other  woras,  half  of  the  material  was  required  for  the 
200-yard  butt,  or  approximately  three-tenths  of  the  entire  work. 

13.  Relative  to  statements  on  page  4  of  the  Naval  Constructor's 
Analysis,  the  naval  constructor  states  t!iat  his  '^corrected  estimate  for 
completing  that  portion  of  the  work  which  was  not  completed  by  June 
30  would  be  $9,285.81 ."  This  statement  is  not  at  all  supported  py  the 
actual  experience  and  expenditures  of  the  naval  constructor  in  the 
construction  of  the  200-vard  butt,  which,  according  to  Appendix  B 
of  the  Civil  Engineer's  Report,  amounted  to  $5,742.38.  Estimating 
that  the  first  butt,  together  with  the  portion  of  the  work  actually  per- 
formed toward  the  construction  of  the  300-vard  butt,  constituted  one- 
third  of  the  entire  work,  there  would  have  been  required  twice 
$5,742.38,  or  $11,484.76  for  direct  labor  to  complete,  which,  together 
with  the  $1,500  necessary  for  additional  material  (which  has  been 
found  necessary  by  the  civil  engineer),  would  have  required  at  least 
$12,984.76  to  continue  the  work  had  it  been  carried  to  completion  by 
the  naval  constructor.     I'he  amount  of  $9,285.81;  as  stated  by  the 
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naval  constnictor,  is  considered  very  misleading  indeed,  and  not 
justified  by  conditions,  and  should  not  be  given  serious  consideration. 

The  naval  constructur  refers  to  bids  received  for  the  work  as  rang^" 
from  $16,890  to  $24,000.     This  statement  is  in  error,  as  the 
bid — which  was  received  from  James  H.  Stitzer — was  $34,975. 

14.  Relative  to  statements  on  page  5  of  the  naval  constructor's 
analysis,  the  naval  constructor  states  that  the  civil  engineer's  expen- 
ditures to  January  13,  1910,  were: 

Direct  labor 15,673.76 

Indirect  charges 1, 853. 99 

Material 1,807.71 

8,835.46 

The  above  statement  is  in  error,  the  correct  expenditures  being: 

Direct  labor $5,673.76 

Indirect  labor 1,277.31 

Direct  material 1,375.13 

Indirect  material 275.67 

Total 8,601.87 

The  amount  estimated  by  the  naval  constructor  of  $250  to  complete 
the  work  and  his  probable  total  estimate  of  expenditiures  of  $9,085.46 
is  approximately  correct.  The  naval  constructor  states  that  the 
inference  from  tne  Secretary's  statement  would  nat^ally  be  drawn 
that  the  manager  had  expended  $14,471.78  for  one  butt  while  the 
civil  engineer  nad  built  two  butts  and  the  marker's  gallery  for 
$9,085.46.  These  figures  are  not  exactly  the  ones  stated  m  the  Sec- 
retary's hearing. 

15.  Relative  to  page  6  of  the  naval  constructor's  analysis,  the 
navaJ  constructor  states  that  the  conclusion  "would  naturally  be 
drawn  that  the  civil  engineer  had  done  his  work  much  more  cheaply 
than  the  manager."  Tne  real  deduction  to  be  made  from  this  work 
should  be  based  upon  the  direct  labor  costs  for  identical  work  per- 
formed under  the  direction  of  the  naval  constructor  and  under  the 
civil  engineer,  respectively.  The  comparison  made  in  appendices 
"B"  and  "E"  of  the  civil  engineer's  report — namely,  $68.36  pear 
foot  and  $30.07  per  foot  for  tne  naval  constructor  and  the  civil 
engineer,  respectively — is  substantiated  by  figures  and  certainly 
justifies  the  deduction  drawn  by  the  naval  constructor  that  the 
"civil  engineer  had  done  his  work  much  more  cheaplv  than  the 
manager."  The  naval  constructor  states,  referring  to  relative  costs, 
that  "  both  inference  and  conclusion  are  incorrect,  basing  his  state- 
ment upon  certain  reasons.  The  deductions  of  the  naval  con- 
structor are  in  error,  due  to  his  erroneous  assumptions,  as  follows: 

(a)  The  manager  did  not  p&y  ''for  about  three-quarters  of  the  material  for  all  three 
butts  and  gallery,  and  also  paid  the  greater  portion  of  the  general  expendituree  for 
labor  on  the  whole  job."  It  has  previously  been  stated  in  tnese  comments  that  not 
over  one-half  of  the  material  purcnased  by  the  naval  constructor  was  serviceable  for 
the  second  and  third  butts  and  the  gallery,  and  the  detailed  allowances,  credits  and 
debits  as  elaborated  in  appendices  "B,"  **D,*'  and  "E"  of  the  civil  engineer's  reports 
make  in  tabular  form  ec^uitable  division  of  the  general  expenditures  and  show  clearly 
and  specifically  and  fairly  the  segr^ation  of  costs  upon  which  the  Secretary's  state- 
ments are  based. 

(6)  It  is  not  legitimate  that  in  this  instance  the  first  item  should  have  cost  "more 
than  the  subsequent  items.'"  The  reasons  for  this  comment  of  the  civil  engineer  aee 
contained  in  previous  comment  of  this  report. 
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16.  Relative  to  the  tabular  statement  made  by  the  naval  constructor 
on  page  7,  the  civil  engineer  takes  decided  objection  to  this  state- 
ment. The  manager's  expenditures  imder  item  ^*A"  involves  very 
n^aterial  expense  on  the  concrete  mixer,  which  was  not  usedbyihie 
civil  engineer  at  all  in  the  completion  of  the  work;  the  item  also  in- 
cludes much  blacksmith  work,  which  was  expended  in  connection 
with  the  200-yard  range  and  which  was  not  required  at  all  for  the 
portion  of  the  work  performed  by  the  civil  engineer.  Appendix  "B" 
m  the  civil  engineer's  report  makes  an  allowance  of  $75  for  black- 
smith and  similar  work,  which  should  be  properly  carried  by  the  work 
as  a  whole. 

Relative  to  item  ''B"  in  the  manager's  statement,  appendix  '^B" 
of  the  civil  engineer's  report  debits  the  200-yard  butt  witn  an  expendi- 
ture of  $152  for  this  class  of  labor  and  debits  the  300  and  600  yard 
butts  with  $348. 

Relative  to  item  "C"  in  the  naval  constructor's  table,  the  pay  of 
.  engine  tenders  and  firemen  employed  in  connection  with  driving  piles 
was  included  in  the  cost  of  pile-driving,  and  therefore  the  amount  of 
$775.05  entered  under  item  *^C"  is  directly  chargeable  to  the  portion 
of  the  work  executed  by  the  naval  constructor,  and  should  not  be 
transferred  in  any  particular  to  the  portion  of  the  work  executed  by 
the  civil  engineer. 

Item  "D"  for  wharf  builders,  as  contained  in  the  naval  con- 
structor's table  (with  the  exception  of  $1,243  which  was  expended 
for  pile  driving)  was  included  in  the  work  completed  by  the  naval 
constructor,  and  should  not  be  assessed  against  the  work  in  general. 

Relative  to  item  "E,"  expended  by  the  manager  as  entered  in  the 
table,  it  will  be  noted  that  in  appendix  ''B"  of  the  civil  engineer's 
report  deduction  is  made  for  railroad  work  and  for  certain  excavation 
and  concrete  work  in  connection  with  the  300-yard  butt.  Under  this 
item  the  amount  of  $3,969.90  should  be  charged  to  the  work  com- 
pleted by  the  manager  and  should  not  be  distnbuted  over  the  whole 
as  a  whole. 

Relative  to  the  manager's  expenditure  under  item  "G,"  as  con- 
tained in  the  table,  reference  to  appendix  ''B"  will  show  that  an 
idlowance  is  made  of  $133.60  for  two  holidays,  and  of  $522.51  for 
superintendence,  $216.01  for  drafting  work,  $62.40  for  inspection, 
and  $38.70  for  field  engineering,  the  total  of  which  checks  closely  the 
amount  noted  by  the  manager.  This  item  is  not  included  in  the 
direct  labor  cost  of  the  200-yard  butt,  as  deduced  in  appendix  "B" 
of  the  civil  engineer's  report. 

Relative  to  item  ''H,"  as  contained  in  the  naval  constructor's 
table  of  indirect  charges  in  connection  with  the  civil  engineer's  work, 
it  may  be  remarked  that  the  actual  indirect  charges  for  foreman 
amounts  to  $387.84.  This  amount  was  expended  during  the  period 
from  September  1,  1909,  to  date,  and  should  be  compared  with  the 
indirect  cost  pertainine  to  the  naval  constructor's  work  as  shown 
under  item  ''G,"  or  with  the  total  of  several  amounts  mentioned  as 
contained  in  appendix  ''B"  of  the  civil  engineer's  report. 

17.  Referring  to  naval  constructor's  statements  on  page  9  of  his 
analysis,  the  naval  constructor  states  that  railroad  'extension  to 
the  200  and  300  yard  butts  was  built  by  the  manager  at  a  labor  cost 
of  $366.27."*  Appendix  B  attached  to  the  heport  of  the  civil  engi- 
neer gives  the  manager  credit  for  $348.68  under  this  item,  whidi 
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agrees  closely  with  the  amount  as  estimated  by  the  manager.  The 
manf^r  states  that  the  railroad  '^extension  to  the  COO-yarcTbutt  was 
built  by  the  civil  engineer  at  a  labor  cost  of  $493.68.''  It  will  be 
noted  that  Appendix  E  attached  to  the  civil  engineer's  report 
enters  this  item  at  S480.46,  which  agrees  closely  with  the  expenditures 
as  stated  by  the  manger.  The  manger  states  that  the  '^  proper  basis 
of  adjustment  is  to  divide  the  total  cost  of  these  railroad  extensions 
proportionately  amon^  the  several  butts  and  gallery.  The  civil 
engmeer  in  his  report  did  not  include  these  railroad  expenditures,  as 
they  did  not  cover  identical  work  and  were  therefore  without  value 
as  indicating  relative  efficiency  in  the  performance  of  such  work,  and 
as  the  expenditures  were  not  directly  involved  in  the  actual  labor 
cost  of  the  construction  of  the  200-yard  butt  by  the  naval  constructor 
nor  for  the  300  and  600  yard  butts  as  constructed  by  the  civil  engineer. 

Relative  to  the  cost  of  pilii^,  the  naval  constructor  finds  fliat  it 
cost  $300  for  handling  piles  and  $1,243  for  driving  them.  Appendix 
''B"  attached  to  the  civil  engineer's  report  contains  an  item  for 
driving  piles  of  $1, 284.80 j  this  amount  represents  careful  inquiry 
on  the  part  of  the  civil  engmeer,  and  as  it  ordinarily  costs  from  $2  to 
$3  apiece  for  driving  piles,  it  would  seem  that  an  allowance  of  over 
$5.60  per  pile  is  very  liberal  indeed.  This  item  is  not  included  in 
the  direct  labor  costs  for  the  200-yard  butt  and  for  the  300  and  600 
yard  butts,  upon  which  relative  costs  of  those  constructions  was 
calculated,  this  treatment  of  the  item  having  been  followed  inasmuch 
as  the  pile  driving  was  performed  entirelv  by  the  naval  constructor, 
making  a  companson  oi  costs  upon  this  feature  impossible. 

Conmients  upon. expenditures  for  blacksmith  labor,  etc.,  as  con- 
tained in  item  "A"  oi  the  naval  constructor's  table  on  page  7,  has 
been  previously  conmiented  upon.  Emphasis  in  this  connection  b 
placea  on  expenditures  for  setting  up  concrete  mixers,  which  is 
claimed  by  the  nayal  constructor  as  being  ''work  of  absolutely 
general  service  over  the  entire  job  of  three  butts  and  gcdlery."  The 
civil  engineer  did  not  use  the  concrete  mixer  at  all,  but  mixed  all  the 
concrete  by  hand,  and  assessment  of  expenditures  in  connection  with 
concrete  mixer  are  not  justified  against  the  work  performed  by  the 
civil  engineer. 

18.  Kelative  to  naval  constructor's  statements  on  page  10  of  his 
analjsis,  the  naval  constructor  states  that  his  expenditure  of  $209.18 
for  joiner  work,  etc.,  was  '* absolutely  general  over  the  entire  job." 
It  will  be  noted  that  Appendix  B  attached  to  the  civil  engineer's 
report  allows  $162  for  framing  and  forms  for  200-yard  butt  and  $348 
for  300  and  600  yard  butts.  These  items  are  not  included  in  the 
direct-labor  costs  for  the  two  portions  of  the  work,  although  had  they 
been  included  there  would  have  been  practically  no  change  in  net 
results;  thev  were  eliminated  for  the  reason  that  they  did  not  cover 
labor  directly  expended  in  the  construction  of  the  butts,  and  therefore 
tending  to  obscure  comparison  of  actual  labor  costs  under  the  two 
systems  of  control. 

Relative  to  engine  tenders  and  firemen,  Item  ''G,"  the  naval  con- 
structor claims  tnat  his  expenditure  of  $776.06  should  be  combined 
with  the  civil  engineer's  expenditure  of  $347.31,  and  the  total  prorated 
against  the  several  items  of  work.  This  treatment  is  eminently 
unfair,  as  the  manager's  expenditure  was  for  labor  upon  the  work 
which  he  completed  and  should  be  charged  to  that  portion  of  the 
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work,  and  the  civil  engineer's  expenditure  was  for  work  pe.  formed 
under  his  cognizance  and  should  properly  be  included  in  his  cosia. 
The  tabular  statement  forming  part  of  the  civil  engineer's  reports 
includes  expenditures  for  engine  tenders  and  foremen  in  the  totals 
for  direct  labor  expendittu'es  for  the  two  portions  of  the  work.  The 
manager's  expenditiure  for  services  of  wharf  builders  under  Item 
'*D"  (after  making  deduction  for  driving  piles,  amount  of  $1,284.80^ 
as  oontaineii  in  Appendix  B  of  the  civil  engineer's  report)  is  direct 
labor  properly  chargeable  against  the  portion  of  the  work  con- 
structed by  tfie  manager,  and  comparison  of  costs  made  by  the  civil 
engineer  is  so  included.  The  civil  engineer  makes  decided  objection 
to  the  statement  that  ^'the  manager  made  practically  all  the  wooden 
forms  that  were  used  on  all  the  Dutts,"  as  additional  forms  had  to 
be  constructed  both  for  columns  and  girders  and  for  the  slabs  which 
were  cast  in  position,  and  very  material  expenditures  were  required 
to  repair  damage  to  the  forms  resulting  from  exposure  to  the  weather 
diu'ing  the  period  when  the  work  was  suspended  and  due  to  the  condi- 
tion in  which  the  forms  were  left  when  the  work  was  discontinued 
by  the  manager  on  June  30,  1909.  The  civil  engineer  further  asserts 
tnat  the  naval  constructor  was  made  a  proper  allowance  for  labor 
in  framing  the  forms  in  the  items  as  contained  in  Appendix  B  of  the 
civil  engineer's  reoort.  The  prorating  of  expense  for  wharf  builclers 
over  the  whole  job  woiild  be  unfair  to  the  portion  of  the  work  exe- 
cuted bv  the  civil  engineer  and  is  not  warranted  by  facts. 

19.  Referring  to  pages  12  and  13  of  the  naval  constructor's  analy- 
sis, the  injustice  of  tne  general  prorating  of  expenses  as  suggested  and 
assumed  by  the  naval  constructor  on  these  pages  has  been  treated 
in  detail  in  the  foregoing  comments  of  the  civil  engineer.  The  de- 
ductions made  by  the  naval  constructor  are  considered  unjust,  un- 
fair, and  improper,  and  reference  is  made  to  the  tabular  statement 
as  contained  in  the  civil  engineer's  report  for  the  equitable  adjustment 
of  these  items. 

20.  Referring  to  page  14  of  the  naval  constructor's  analym,  the 
claims  of  the  naval  constructor  that  the  first  butt  shoufd  legiti- 
mately cost  more  than  those  constructed  subsequently;  that  expe- 
rience with  the  first  butt  assisted  in  the  construction  of  those  that 
followed,  have  been  treated  in  detail  in  the  preceding  comments  of 
the  civil  engineer.  It  is  true  that  the  quantity  of  excavation  for 
the  first  butt  was  greater  than  that  for  the  third  butt,  but  on  the 
other  hand,  mechanical  devices  could  be  utilized  for  the  first  butt 
which  were  impossible  for  the  third  one,  and  vitiates  this  argument 
of  the  naval  constructor.  The  matter  of  increased  pumping  for  the 
first  butt  has  been  elsewhere  commented  upon  by  tne  civil  engineer, 
as  has  also  the  effect  of  the  soil  conditions  concernii^  the  different 
structures. 

21.  The  cost  of  material  and  the  general  expense  properly  appli- 
cable to  each  foot  of  butt  is  practically  the  same  for  eacn  structure, 
and  to  obtain  the  actual  comparative  cost  of  the  structures  it  is  only 
necessary  to  add  a  certain  amount  to  each  of  the  direct  labor  costs 
per  foot,  as  stated  in  the  civil  engineer's  report.  The  relative  costs 
of  the  diflferent  portions  of  the  work,  as  given  by  the  naval  constructor 
on  page  15  of  his  analysis,  are  greatly  in  error,  due  to  the  erroneous 
assumptions  upon  which  the  amounts  are  determined,  as  noted  in 
detail  m  the  foregoing  comments. 
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22.  To  summarize,  the  principal  deduction  and  gist  of  the  par- 
ticular statements  of  the  Secretary,  as  quoted  by  the  naval  con- 
structor, IS  the  relative  cost  for  actual  labor  for  the  construction 
of  identical  civil  engineering  structures  as  performed  by  a  naval 
constructor  and  by  a  civil  engineer.  The  materials  required  for 
the,  structures  do  not  enter  into  this  comparison,  as  they  are  prac- 
tically identical,  regardless  of  the  party  by  whom  the  work  is  per- 
formed, and  do  not  affect  the  general  deduction  in  any  way.  The 
naval  constructor's  exceptions  tend  to  vitiate  and  obscure  the  results 
by  lengthy  statements,  oy  historical  sidesteps,  by  descriptive  hter- 
ature,  and  above  all,  by  generalities,  and  by  tne  introduction  of 
considerations  of  materials  and  indirect  expenses  which  do  not 
affect  actual  labor  costs — and  it  is  actual  labor  costs  which  indicate 
eflBciency. 

The  civil  enmneer  finds  no  arguments  or  reasons  whatever  to 
cause  him  to  change  the  statements  and  deductions  contained  in 
his  reports. 

The  naval  constructor's  letter  is  returned  herewith. 
Very  respectfully, 

H.  R.  Stanford, 
OivU  Erigineer,  U.  S.  Navy. 

Secrbtaby  of  the  Navt. 


No.  2014.]  Navy- Yard,  Philadelphia,  Pa., 

September  22,  1909. 
Sir:  1.  Referring  to  fire  protection  throughout  this  navy-yard: 

2.  Since  the  consolidation  the  manager  has  taken  up  the  question 
carefully,  and  the  following  report  and  recommendations  in  connection 
therewith  are  submitted: 

Buildings, — (a)  Fire  hose  in  all  buildings  has  been  removed,  tested, 
and  hose  that  did  not  pass  the  test  has  been  replaced. 

(&)  Fire  plugs  in  all  buildings  have  been  tested,  and  the  work  of 
overhauling  such  of  these  plugs  as  require  repairs  is  being  done  on 
standing  job  orders. 

(c)  The  fire  extinguishers  in  all  buildings  have  be^i  inspected  and 
found  to  be  in  good  condition.  Those  buildings  not  fitted  with 
sufficient  extinguishers  have  been  supplied  with  the  same,  dry  com- 

Sound  extinguishers  having  been  placed  in  the  power  house,  building 
To.  13. 

Hose  carts. — (a)  Fire  hose  on  five  hose  carts  and  on  four  hose  racks 
at  the  camp  has  been  removed,  tested,  and  such  hose  as  did  not  pass 
the  test  satisfactorily  has  been  replaced. 

Street  plugs. — (a)  All  street  plugs  have  been  tested,  and  such  as 
were  found  to  require  overhauling  are  being  repaired  on  standing  job 
orders. 

3.  Recommendations. — (a)  Fit  all  street  fire  plugs  in  the  naVjr-yard 
with  the  navy  standard  hose  coupling,  and  an  additional  coupling 
to  fit  the  city  hose. 

(&)  Change  all  plugs  and  hose  couplings  in  buildings  to  the  navy 
standard,  except  ouudings  Nob«  10,  17,  18,  19,  and  28,  which  are 
fitted  with  new  l^-inch  hose. 
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(c)  iDBtall  seven  fire  pliigs  and  seven  lengths  of  1^-inch  hose  in 
building  No.  141.     (Temporanr  boat  stowage.) 

(d)  Install  three  additional  fire  plugs  and  three  sections  t>f  2i-inch 
fire  hose  on  the  second  floor,  west  wing,  of  building  No.  4. 

(e)  Install  four  lengths  of  2i-inch  nre  hose  in  building  No.  15 
(hose  to  be  well  protected). 

(/)  Install  four  fire  plugs  and  four  lengths  of  l^-inch  fire  hose  in 
building  No  13. 

4.  I  estimate  the  cost  of  doing  this  work  as  follows:  (a),  (b)  To  fit 
all  fire  plugs  in  yard  with  navy  standard  hose  couplings,  one  addi- 
tional coupling  attached  to  each  fire  plug  to  fit  city  hose  couplings; 
also  do  necessary  work  to  change  all  nre  plugs  and  hose  couplings  to 
the  naval  standard  in  all  buildings,  except  buildings  Nos.  10,  13,  17, 
18,  19,  28,  and  141;  also  to  change  fire-hose  couplings  on  all  hose 
carts  and  fire  hose  at  the  camp  to  navy  standard : 

Labor $1,255 

Material 572 

Indirect  charges 625 

Total.. 2,452 

Time  to  complete,  thirty  working  days. 

(c)  To  install  7  fire  plugs  and  7  lengths  of  l^inch  hose  in  building 
No.  141: 

Labor 122 

Material 161 

Indirect  charges 12 

Total 195 

Time  to  complete,  three  working  days. 

Material  needed:  Seven  lengths  hose,  IJ-inch;  7  nozzles,  IJ-inch; 
7  coupling^?,  for  1  i-inch  naval  standard  hose. 

(d)  To  install  3  additional  fire  plugs  on  second  floor  of  building 
No.  4,  including  3  sections  of  hose  and  3  nozzles: 

Labor $45 

Material 142 

Indirect  chaises ^ 23 

Total ,...  210 

Time  to  complete,  four  working  days. 

Material  needed:  Three  valves,  hose,  naval  standard,  2i-inch;  125 
feet  pipe,  galvanized,  iron,  3-inch;  120  feet  pipe,  galvanized  iron, 
2i-inch;  12  fittings,  galvanized  iron,  2i-inchj  2  umons,  galvanized 
iron,  2J-inch;  2  unions,  galvanized  iron,  3-inch;  3  sections  hose, 
linen,  with  naval  standard  couplings;  3  nozzles,  hose,  2i-inch. 

(e)  To  install  4  sections  of  2i-inch  linen  hose  with  naval  standard 
couplings  and  nozzles  in  building  No.  15: 

Labor $6 

Material 76 

Indirect  charges 3 

Total 85 

Time  to  complete,  one  working  day. 

Material  needed:  Four  sections  hose^  2^-inch;  4  nozzles^  2^-inch. 
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(f)  To  install  four  l^inch  valves  with  one  section  of  l^-inch  hose 
each  in  building  No.  13. 

Labor $12 

Material 104 

Indirect  charges 6 

Total 122 

Time  to  complete,  three  working  days. 

Material  needed:  Four  valves,  with  standard  hose  connections, 
l^inch;  4  sections  hose,  standard  fire,  l^-inch,  in  50-foot  sections; 
4  nozzles,  l^inch. 

BECAPrrULATION. 

For  labor |1,340 

For  material 1, 056 

Indirect  chaiges 660 

Total 3,064 

Time  to  complete,  thirtj  working  days. 

5.  It  may  be  possible  m  those  items  where  naval  standard  hose, 
coupUngs,  and  nozzles  are  required,  to  obtain  some  of  them  from 
such  as  have  been  turned  into  store  from  ships. 
Very  respectfully, 

A.  W.  Stahl, 
Naval  OonsiradcTj  U.  S.  Navy,  Manager. 
The  Commandant. 

(Via  captain  of  the  yard  and  inspector  of  public  works.) 

[FliBt  Indanement.] 

Navt-Yakd,  Philadelphia,  Pa.,  September  S8, 1909. 
Respectfully  forwarded  to  the  commandant  via  the  inspector  of 
pubUc  works  approving  the  recommendation  of  the  manager. 

E.  E.  Wbight, 

Captain  of  (he  Yard. 

[Second  indonameDt.) 

Navt-Yard,  Philadelphia,  Pa.,  September  SO,  1909. 
Respectfully  forwarded  to  the  commandant. 

2.  The  principal  item  of  expense  a3  here  outlined  appears  to  be 
for  modif}rmg  all  couplings  for  navy  standard  connections.  It  appears 
to  the  civil  engineer  that  practically  the  same  result,  at  far  less  cost, 
would  be  obtained  by  permitting  the  connections  to  remain  as  at 
present  and  providing  adapters  at  each  outlet  for  the  navy  standard 
connection,  and  it  is  recommended  that  such  modification  be  made. 
It  is  further  su^ested  that  in  case  the  within  recoinmendations  are 
approved,  it  might  be  more  advantageous  to  obtain  the  adapters 
under  contract  rather  than  manufacture  them  at  the  yard,  and  it 
is  recommended  that  estimates  be  obtained  before  proceeding  with 
the  work. 

H.  R.  Stanfobd, 
Civil  Engineer,  U.  S.  Navy, 

Inspector  of  Public  \Vorks. 
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[Third  IndoEwmflDt.] 

Navy- Yard,  Philadelphia,  Pa.,  October  X,  1909, 
RespectfuUr  referred  to  the  manager,  manufacturing  department. 
2.  With  reference  to  the  second  indorsement  and  a  mooified  esti- 
mate in  accordance  therewith. 

U.  R.  Hakbib, 
ReaT'Admiralf  U.  S.  Navy^  ComnuindafU. 

Received  office  of  the  manager,  October  2,  1909 — 3.53  p.  m. 

[Fourth  indoncment.] 

Navy-Yabd,  Philadblphia,  Pa.,  November  19, 1909, 

1.  Respectfully  returned  to  the  commandant  via  the  inspector  of 
public  works  and  captain  of  the  yard. 

2.  After  consultation  with  the  captain  of  the  yard,  it  is  respect- 
fully reconmiended  that  instead  of  fitting  all  street  fire  plu^  in  this 
navy-yard  as  recommended  in  (a)  paragraph  3  of  the  witbm  letter, 
or  providing  adapters  for  all  outlets  as  recommended  in  the  second 
indorsement  hereon,  that  25  adapters  for  navy  standard  hose  and 
25  adapters  for  city  standard  be  supplied;  three  adapters  of  each 
type  be  carried  in  the  locked  tool  box  of  each  hose  cart.  It  is  con- 
sioered  very  improbable  that  more  than  21  lines  of  hose  reauiring 
adapters  would  ever  be  run  in  case  of  fire  in  this  navy-yard.  Bj 
tins  method  the  necessity  for  fitting  adapters  or  chan^in^  all  hy- 
drants in  the  yard  is  obviated,  and  the  same  result  is  obtained  at  a 
much  less  expense.  The  idea  in  recommending  the  manufacture  of 
25  adapters  of  each  type  and  placing  three  in  the  tool  box  of  each  of 
the  seven  hose  carts  will  result  m  four  adapters  of  each  ty{)e 
being  available  as  spares.  Another  advantage  of  this  scheme  is 
that  the  adapters  will  not  be  lost  or  stolen,  as  nught  be  the  case  if  left 
attached  to  nydrants. 

3.  The  cost  of  these  adapters,  if  purchased,  will  be  as  follows: 
Twenty-five  2i-inch  reducing  connections,  2i-inch  female  by  2i- 
inch  male  thread  to  sample,  $3  each  net;  25  Jones  outlets,  Jones  male 
by  2^inch  female  thread  to  sample,  $2  each  net. 

The  above  estimate  is  based  on  furnishing  connections  conform- 
ing to  United  States  Navy  Specifications  No.  25-C-5. 
The  above  quotation  is  from  James  Boyd  &  Bro. 

4.  Mv  estimate  for  manufacturing  these  adapters  in  the  navy-yard 
is  as  follows: 

Labor : $36 

Material 20 

Indirect  charges 18 

Total 73 

Time  to  complete,  ei^^ht  working  days. 

5.  Authority  is  therefore  respectfully  requested  to  proceed  at 
once  with  the  manufacture  of  these  50  adapters  at  the  above  esti- 
mated cost. 

A.  W.  Stahl, 
Naval  Constructor f  U.  S.  Navy,  Manager. 
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(FlftblndaraamiDl.) 

Natt-Ya»d,  Philadelphia,  Pa., 

November  22,  1909. 
Respectfully  forwarded  to  the  commandant,  via  the  captain  of  the 
yard,  with  recommendation  that  the  manufacture  of  50  adapters  be 
authorized,  as  requested  in  the  fifth  paragraph  of  the  fourth  mdorse- 
ment,  at  a  total  cost  of  $73. 

H.  R.  Stanford, 
Civil  En^neeVf  U,  8.  Navy. 

Inspector  of  Public  WorJes. 

[Sixth  indoiMment.] 

Navt-Yabd,  Philadelphia,  Pa., 

November  2S,  1909. 
Contents  noted ,  and  respectfully  forwarded  to  the  commandant. 

E.  E.  Wright\ 
Cafiain,  U.  8.  Navy,  Captain  of  the  Yard. 

[Seventh  Indorsement.] 

Navy- Yard,  Philadelphia,  Pa., 

November  23,  1909. 
Respectfully  forwarded  to  the  Bureau  of  Yards  and  Docks,  recom- 
mended for  approval. 

U.  R.  Harris, 
Rear-Admiral,  U.  S.  Navy,  Commandant. 

(Eli^th  indorsement.] 

Bureau  of  Yards  and  Docks, 

November  27,  1909. 
Respectfully  returned  to  the  commandant,  navy-yard,  Philadel- 
phia, Pa.,  authorizing  the  manufacture  of  50  hose  adapters — 25  for 
navy  standard  hose  and  25  for  citv  standard,  the  same  oeing  for  use 
with  hose  reels  so  that  they  are  always  available  for  any  hydrant. 

2.  The  estimated  cost  of  $73  is  a  proper  charge  against  '' Mainte- 
nance allotment/' 

R.  C.  Hollydat, 

Chief  of  Bureau.   . 

[Nfaiih  Indonement] 

Navy- Yard,  Philadelphia,  Pa., 

November  SO,  1909. 
Respectfully  forwarded  to  the  manager,  via  the  captain  of  the 
yard  and  inspector  of  public  works,  attention  invited  to  the  eighth 
mdorsement. 

U.  R.  Harris, 
Rear-Admiral,  TJ.  S.  Navy,  Comm^andani. 

[Tenth  Indorsement.! 

Navy-Yard,  Philadelphia,  Pa., 

November  SO,  1909. 
1.  Contents  noted,  and  respectfully  forwarded  to  the  manager,  via 
the  inspector  of  public  works. 

E.  E.  Wright. 
Captain,  TJ.  8.  Navy,  Captain  of  the  Yard. 
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IXIifnth  bidonancnt.] 

Navt-Yakd,  Philadelphia,  Pa., 

Niyoember  SO,  1909. 
KespectfuUy  forwarded  to  the  manager. 

H.  R.  Stanfobd, 
CivU  Engineer,  U.  8.  NavVf 

Inspector  of  PiMic  Works. 

Received,  Office  of  Naval  Constructor,  navy-yard,  Philadelphia, 
Pa.,  December  1,  1909—11.59  a.  m. 


fVmii  ftpptodlz  to  tcetimonj  of  tlM  Secretary  of  the  Nat/  More  Hooae  NftT»l  OommttlM  oa 

January  8, 1910.] 

NAVY-YARD,  BOSTON,  8UMHABY. 

Two  torpedo  air  compressors,  removed  from  the  U.  S.  S.  Missouri, 
were  surveved  and  recommended  to  be  repaired  and  reserved  for 
use  at  the  Hingham  magazine,  at  estimated  cost  of  $550. 

(Memorandum., — These  compressors,  being  of  small  capacity  and 
high  pressure,  were  not  at  all  suitable  for  use  in  operating  pneumatic 
tools,  the  only  use  to  which  they  could  have  been  put  at  Hingham.) 

2.  A  small  amount  of  work  was  done  prior  to  February  1.  1909 
(at  a  cost  of  $14.50).  After  that  date  the  work  was  taken  up  uy  the 
manufacturing  department. 

3.  On  May  15, 1909,  the  charges  recorded  against  the  job  amounted 
to  $2,276.12,  and  it  was  estimated  to  be  six-tenths  completed;  an 
estimate  of  $187  was  submitted  for  the  completion  of  the  work, 
exclusive  of  cost  of  repairs  necessary  as  a  result  of  a  shop  accident. 

4.  At  the  instance  of  the  Chief  of  the  Bureau  of  Ordnance,  work 
was  suspended  pending  an  investigation  of  the  apparently  excessive 
cost  of  work  already  performed. 

5.  On  investigation  it  was  found  that  $1,217.92  had  been  incor- 
rectly charged  to  this  work,  this  sum  being  the  pay  of  three  draftsmen 
for  three  months  during  which  time  they  had  not  been  employed  on 
this  job. 

6.  The  remaining  cost  was  $1,058.20,  made  up  thus: 

Labor,  direct $570.26 

Labor,  indirect ' 260.63 

1890.89 

Material,  direct 127.41 

Material ,  indirect 99. 90 

227.31 

Total 1,05a  20 

The  indirect  charges  were,  approximately,  46  per  cent  for  labor 
and  78  per  cent  for  material. 

7.  As  this  cost  was  far  in  excess  of  the  estimate  (more  than  double 
if  the  estimate  of  $187  to  complete  be  added),  further  investigation 
was  made,  from  which  it  appeared  that  there  had  been  a  certain 
amount  of  confusion  and  irregular  practice  in  the  matter  of  calculating 
indirect  charges.  Had  a  uniform  sVstem  been  followed  in  strict 
accordance  with  relations  the  total  cost  of  the  work  done  would 
have  been  $911.52  mstead  of  $1,058.20. 
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8.  In  the  course  of  the  investigation  of  this  matter  it  was  learned 
that  ingot  copper  to  the  value  of  $107  had  been  stubbed  out  of  store  qn 
the  job  (740  pounds) ,  while  the  total  metal  used  amounted  to  387 
pounds  of  white  metal  and  composition,  value  $107.  This  discovered 
an  irregular  practice  in  the  foundry  of  using  scrap  or  stock  already 
drawn,  and  covering  it  bv  stubbing  out  other  metal  stock.  In  this 
case  the  value  of  stock  stuobed  out  was  the  same  of  that  of  stock  used, 
but  the  transaction  was  irregular,  and  examination  of  the  stub 
requisitions  gave  a  false  idea  of  the  kind  and  quantity  of  stock  used 
in  the  job. 

9.  It  is  apparent  that  had  no  investigation  in  this  matter  been 
made  this  particular  job  would  have  been  charged  at  about  $2,500 
instead  of  slightly  more  than  $900,  its  true  cost. 

(Flnt  Indoraemont.] 

XJNrTED  States  Navt-Yard, 
Boston Ma88.,January  28,  1910. 

1.  Respectfully  returned  to  Naval  Constructor  Rock  for  further 
consideration.  Since  the  Secretary  of  the  Navy  was  doubtless  in  pos- 
session of  the  facts  regarding  the  repair  of  the  two  air  compressors  in 
Question,  it  would  seem  to  the  commandant  inadvisable  to  submit 
tnis  letter  to  him  as  it  is,  in  effect,  a  criticism  of  the  Secretary's 
motives  and  judgment  by  one  who  has  no  official  connection  with  or 
responsibility  for  the  work  which  was  made  the  subject  of  the  Sec- 
retary's statements  to  the  House  Naval  Committee. 

2.  As  Naval  Constructor  Rock  does  not  seem  to  be  cognizant  of 
all  the  facts  in  the  case,  the  following  information  is  furnished  from 
the  commandant's  files: 

3.  Page  3.  ''  On  May  14.  1909.  ♦  *  *  The  records  do  not  show 
how  this  statement  was  obtained,  nor  what  it  was.'*  Memorandum 
480/18-1  and  206,  May  15,  1909,  inspector  of  ordinance  to  manager, 
via  commandant,  states,  '*  *  *  *  inquiry  at  the  manager's  office 
yesterday  as  to  the  labor  and  material  charges  to  date  under  this  job 
elicited  the  information  that  they  already  amount  to — 

Labor 12,048.81 

Material 227.31 

Total 2,276.12 

And  that  the  work  is  not  yet  finished." 

On  May  17, 1908,  the  manager,  in  memorandum  173/15  to  inspector 
of  ordinance  (direct)  stated,  ''3.  I  inclose  herewith  an  analysis  to 
date  of  the  expenditures  on  this  job,  amounting  in  all  to  $1,058.20. 
The  information  previously  furnished  you  by  this  office  included 
charges  for  draftsmen  *  ♦  *  amounting  in  all  to  $1,217.92, 
whicn  was  obviously  in  error."  The  underscoring  of  the  words  "by 
this  office"  was  not  in  the  memorandum,  but  is  added  now  to  caU 
attention  to  the  words. 

4.  Page  3.  "The  estimate  to  complete  the  work  was  furnished  on 
May  19  *  *  ♦  and  the  department  knows  of  no  shop  acci- 
dent affecting  the  cost  of  these  compressors.  (It  is  probable  that 
an  accident  on  Vesuvius  compressors  is  meant.)"  It  is  not  entirely 
clear  to  the  commandant  what  "department"  is  referred  to  in  the 
foregoing,  but  it  is  assumed  that  Naval  Constructor  Rock  has  refer- 
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eoice  to  the  former  manufacturing  department.  Regarding  the 
"shop  accident/'  memorandum  of  June  14,  1909,  from  assistant 
inspector  of  ordnance  to  the  inspector  of  ordnance  reports,  with 
reference  to  the  two  compressors  under  repair  for  use  at  Hingham: 
''One  of  these  compressors  was  dropped  from  a  shop  crane  aurine 
transportation  in  the  shop.  The  oedplate  was  brokcni  beyona 
repair.  It  is  possible  that  compressor  sustained  other  injuries  dur- 
ing this  accident.  An  attempt  was  made  to  turn  compressor  by 
hand:  two  men  working  togetner  were  unable  to  accomplish  this." 
The  date  of  this  accident  is  not  stated,  but  it  was,  presumably,  about 
the  date  of  the  memorandum. 

The  estimate  to  complete  the  work  on  the  compressors  was  made 
on  May  19,  manager's  memorandum  173/15  to  inspector  of  ord- 
nance, and  makes  no  mention  of  repairs  which  might  have  been  ex- 
pectea  to  be  needed  as  the  result  of  this  accident,  which  doubtless 
occurred  subsequently. 

5.  Page  3.  ''The  estimate  given  as*  six-tenths  complete  was 
obviously  an  error  *  *  *.''  The  manager,in  memorandum  173/15, 
May  19,  1909  to  inspector  of  ordnance,  gave  an  estimate  of  $162  for 
labor  and  $25  for  material  for  completing  the  work  on  air  compres- 
sors; he  also  enumerated  the  items  of  work  remaining  to  be  oone. 
The  inspector  of  ordnance,  on  May  24,  1909,  returned  this  pap>er  to 
the  manager,  via  the  commandant  under  first  indorsement  518/18-1 
and  206,  stating  as  follows:  "It  is  understood  that  the  manufactur- 
ing department  also  estimates  that  four-tenths  of  the  work  remains 
to  be  completed  *  *  *."  This  was  forwarded  to  the  manager  under 
commandant's  second  indorsement  No.  3601/0  of  May  24,  1909;  no 
comment  by  the  manager  upon  this  point  appears  in  the  conunan- 
dant's  files  and  it  would  appear  that  none  was  made,  since  on  June  15, 
1909,  the  inspector  of  ordnance,  in  first  indorsement  614-18-1  on  re- 
port of  "shop  accident,'*  previously  referred  to,again  refers  to  this 
percentage  of  completion,  which  fiad  not,  apparently,  been,  up  to 
that  date,  claimed  to  be  erroneous. 

6.  Page  4.  "The  work  was  stopped  on  May  15,  *  *  *."  First 
indorsement  No.  614-18-1  of  June  15,  1909,  by  inspector  of  ord- 
nance states  as  follows:  "On  May  15.  1909,  the  Chief  of  Bureau  of 
Ordnance  was  here  at  the  office,  ana  his  attention  was  invited  to 
the  fact  that  the  Manufacturing  Department  had  already  charged 
something  like  $2,300  to  this  job — although  the  surveying  offi.cer's 
estimate  of  $500  had  been  considered  Uberal.  The  chief  of  bureau 
ordered  that  the  work  be  immediately  discontinued,  and  a  detailed 
report  of  expenditures  requested,  *  *  *."  In  compUance  with 
this  order  of  the  chief  of  bureau  the  inspector  of  ordnance,  on  the 
same  date,  Blay  15,  in  memorandum  480/18-1  and  206,  requested 
the  manager  to  stop  work  and  furnish  him  with  a  detailed  report 
of  exnenditures.  Correspondence  on  this  subject,  which  extended 
from  May  15  to  September  29,  would  seem  to  constitute  an  inves- 
tigation not  made  by  the  manager,  who  was  only  one  of  several  per- 
sons called  upon  for  information  and  participating  in  the  investi- 
gation. 

7.  Page  4.  "*  ♦  *  And  the  charge  of  the  draftsmen  against 
the  compressors  was  simply  a  clerical  error,  which  would  inevitably 
have  been  discovered  and  corrected  in  the  usual  routine  maimer. 
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The  error  niight  or  migUt  not  have  been  discovered  in  the  course 
of  routine;  the  Secretary's  memorandum  makes  no  assertion  on 
this  head  unless  paragraph  9  be  so  interpreted.  It  is  a  fact,  how- 
ever, that,  on  May  17,  after  tiie  work  had  been  suspended  and  a 
detailed  statement  of  costs  called  for,  the  manager,  in  memorandum 
173/15  to  the  inspector  of  ordnance,  stated  that  ^' the  information 

Sreviously  furnished  you  by  this  office  included  charges  for  (three) 
raftsmen,  *  *  *^  and,  *  *  ♦^  for  the  months  of  February, 
March,  and  April,  *  *  *."  Tliat  is  to  say,  these  incorrect 
charges  had  nm  for  three  months  without  discovery. 

8.  Page  5.  '*This  statement  of  cost  ♦  *  *  is  the  only  state- 
ment of  cost  furnished  the  inspector  of  ordnance  officially." 

In  memorandum  173/15  of  May  17  to  the  inspector  of  ordnance 
the  manager  states  the  cost  of  the  work  to  that  date  to  be  $1,058.20, 
and  states  further,  '*The  information  previously  furnished  you  by 
this  office,  *  *  *."  It  would  appear  that  iniormation  furnished 
by  the  manager's  office  was  official,  though  it  may  have  been  verbal 
and  given  without  careful  investigation. 

9.  Pages  5  and  6.  "The  records  show,  *  ♦  ♦.  This  was  then 
in  strict  accordance  with  regulations.  *  ♦  ♦  It  is  thus  clear  that 
there  was  no  confusion  or  irregular  practice  in  the  matter  of  calcu- 
lating indirect  charges;    *    *    *." 

The  methods  of  charging  indirect  expense  on  this  job  are  fully 
discussed  in  the  following  indorsements:  Inspector  of  ordnance  first, 
493/18-1  and  206  of  May  18, 1909;  fifth,  517/18-1  and  206,  May  22; 
ninth,  549/18-1  and  206,  June  5;  manager,  third,  173/15,  May  20; 
seventh,  173/15,  June  1.  A  careful  reading  of  these  indorsements 
shows  that  there  was  confusion  as  to  the  proper  method  of  cal- 
culating indirect  charges,  the  manager  and  the  inspector  of  ordnance 
disagreeing  very  markedly  on  the  point. 

Rear-Aamiral  Swift,  the  commandant,  in  referring  the  matter  to 
Paymaster  Conard  for  his  information,  made  the  following  statement, 
which  is  borne  out  by  the  facts  of  record:  "2.  In  this  discussion  the 
inspector  of  ordnance  seems  to  be  mainly  in  the  right  as  to  the  proper 
method  of  figuring  cost.  It  appears  that  the  regulations  provide 
that  the  figures  for  the  full  month  previous  to  the  completion  of  a 
job  (in  this  case,  fortunately  for  ordnance,  it  would  be  the  month  of 
April)  shall  furnish  the  percentage  to  be  used  in  determining  the 
amount  of  indirect  charges  on  a  fSiished  job — no  matter  how  many 
months  the  job  lasts.  3.  In  the  third  indorsement  the  manager 
states  that  the  percentages  for  April  were,  labor  25  per  cent,  material 
12^  per  cent,  but  it  seems  evident  that  he  has  not  confined  himself 
to  the  April  percentages.  While  his  method  may  appear  fairer  to  the 
job,  and  more  logical,  it  is  not  according  to  regulations." 

Paymaster  Conard  in  twelfth  indorsement,  June  25,  1909,  states, 
"it  is  true  that  the  Navy  Regulations  provide  that  such  charges 
should  be  added  only  to  finished  jobs  upon  the  basis  of  expenses 
during  the  preceding  month." 

It  is  evident  from  the  foregoing  that  the  method  of  calculating 
indirect  expense  pursued  by  the  manager  was  irreeular  and  that 
Naval  Constructor  Rock's  statement  on  page  6  of  tnis  letter  as  to 
this  matter  is  incorrect. 

10.  Page  8.  "It  might  be  pertinent  to  point  out,    *    *    *.'* 

The  actual  cost  of  the  job  as  performed  under  the  manager  and 
what  it  might  have  cost  if  performed  by  the  Ordnance  Department, 
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as  contemplated  when  the  estimate  was  made,  can  not  be  intelligently 
compared,  as  the  latter  must  be  a  subject  of  conjecture.  Such  com- 
parison seems  scarcely  admissible  in  a  letter  giving  information 
mtended  to  correct  ideas  which  are  thought  to  be  erroneous. 

J.  C.  Fremont, 
Captain  TJ.  S.  Navy,  CommandanL 

[Seoond  indoxicment.] 

Navt-Yabd,  Boston,  Mass.,  January  29,  1910. 

1.  Respectfully  returned  to  the  conmiandant,  with  the  following 
comments,  and  requesting  reference  to  the  department. 

2.  The  comments  herein  are  on  the  commandant's  first  indorsement, 
and  references  are  to  the  paragraph  of  the  indorsement. 

3.  Referring  to  parsCTaph  1:  There  is  no  intention  whatever  to 
criticise  in  anyway  the  ^cretary's  motives  or  judgment,  but  as  the  Sec- 
retary's statement  is  necessarily  based  on  reports  from  this  yard,  and 
83  the  information  given  in  the  statement  is  not  in  mv  opinion  entirely 
correct,  it  seems  necessary  to  me,  in  the  interest  of  justice,  to  make 
such  a  statement  as  will  show  from  the  records  of  this  office  the 
actual  facts. 

4.  The  information  in  para^aph  3  is  on  file  in  this  office,  and  is  the 
only  information  showing  that  an  unofficial  statement  had  been 
furnished  before  February  15.  It  shows  that  my  statement  "the 
records  do  not  show  how  this  statement  was  obtained  *  ♦  *" 
is  correct. 

5.  Referring  to  paragraph  4:  The  accident  reported  by  the  assist- 
ant inspector  of  ordnance  on  June  14  does  not  appear  on  the  files  of 
th^  office,  and  nothing  was  known  of  it.  It  apparently  occurred 
several  weeks  after  the  work  on  the  job  was  stopped. 

6.  Referring  to  paragraph  5 :  The  statements  made  agree  with  the 
files  of  this  office,  which  snow  that  the  matter  of  reporting  the  work 
six-tenths  completed,  if  noticed  at  all  by  the  manager,  was  over- 
looked as  of  no  importance,  and,  as  it  is  so  obviously  in  error,  could 
not  have  been  considered  otherwise  at  the  time. 

7.  The  remarks  in  paragraph  6  are  noted  and  explain  previous 
statements  made.  As  a  matter  of  fact,  however,  no  work  was  done 
on  the  compressors  on  account  of  urgency  of  other  work,  and  no 
charges  for  labor  made  during  April  and  May,  so  that  the  work  was 
actually  stopped  in  March,  and  not  on  May  15. 

8.  Refemng  to  paragraph  7:  It  was  the  custom  of  the  manufac- 
turing department  to  examine  charges  on  all  completed  job  orders 
before  such  charges  were  reported,  and,  where  estimates  were  avail- 
able, to  compare  estimates  with  the  actual  charges,  with  a  view  to  dis- 
covering and  rectifying  errors  and  explaining  differences.  It  is  thus 
clear  that  any  erroneous  charges  involving  a  trade  not  required  on 
this  job  order  would  ''inevitably  have  been  discovered  and  corrected 
in  the  usual  routine  maimer."  As  erroneous  charges  are  made  so 
very  frequently,  some  such  routine  is  absolutely  necessary  to  any 
cost-account  system  and  was  put  into  operation  for  that  purpose. 
It  is  to  be  noted  that  the  error  was  found  immediately  upon  the  first 
request  for  the  charges  to  date.  Apparently  a  prelimmaiy  statement 
was  made  to  the  inspector  of  ordnance,  after  which  the  accounts  were 
looked  into  in  the  usual  way,  and  the  error  found  and  reported. 

9.  The  statement  in  paragraph  8  is  noted,  but  as  there  does  not 
appear  on  the  record  any  statement  signed  by  the  manager  or  his 
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subordinate  giving  "the  information  previously  furnished,"  I  did 
not  consider  that  una  was  an  official  statement. 

10.  With  regard  to  paragraph  9,  it  appears  that  the  inspector  of 
ordnance  held  certain  views  with  regard  to  indirect  charges,  and  that 
the  commandant  (Rear-Admiral  Swift)  and  Paymaster  Conard 
agreed  with  him;  these  views  differing  from  the  views  of  the  manager. 

The  statement,  however,  that  there  had  been  a  certain  amount  of 
confusion  and  irregular  practice  in  the  matter  of  calculating  indirect 
charges  is  not  thereby  borne  out,  for  the  following  reasons: 

(a)  The  Navy  Regulations,  1909,  which  were  then  in  force,  do 
not  give  directions  relative  to  indirect  charges.  Such  directions 
appear  in  previous  publications  of  the  regulations,  but  thej  were 
eBminated  from  the  regulations  at  the  time  the  1909  publication  was 
made  up. 

(6)  The  directions  given  in  the  1905  regulations,  which  are  the  same 
as  in  the  1900  regulations,  can  make  reference  only  to  jobs  begun  and 
completed  during  one  month,  and  this  is  so  stated  in  Bureau  of  Con- 
struction and  Repair  letter  No.  616-A.  58,  dated  December  3,  1901, 
in  which  also  are  given  specific  directions  for  the  proper  distribution 
of  indirect  charges  on  all  job  orders  periodically  (twice  a  month) 
whether  a  job  order  is  completed  or  not.  This  is  necessair  in  order 
to  permit  the  pay-roll  summary  to  be  made  up,  and  no  other  course 
will  give  the  results  required. 

(c)  If  the  course  advocated  by  the  inspector  of  ordnance  had  been 
followed,  then  either  would  there  have  been  no  indirect  charges 
recorded  against  the  job,  as  it  has  not  yet  been  completed,  or,  on  the 
assumption  that  it  had  been  closed  when  the  last  laoor  charges  were 
made  against  it,  it  would  have  been  closed  in  March  and  indirect 
charges  made  against  it  on  the  February  percentages.  Under  no 
possible  ruling,  m  my  opinion,  could  charges  on  the  basis  of  April 
percentages  have  been  made  against  it. 

1 1 .  Referring  to  paragraph  10,  it  should  be  noted  that  the  estimated 
cost  is  mentioned  in  the  memorandum,  and  in  such  a  way  as  to  force 
comparison  with  the  actual  cost.  If  the  manufacturing  department 
had  made  the  estimate,  it  would  have  been  required  to  take  the 
responsibility  for  the  difference  between  the  estimated  and  actual 
costs,  but  as  such  was  not  the  case,  it  is  only  fair  to  point  it  out  and  to 
show  that  the  trouble  was,  not  with  the  actual  cost,  but  with  the 
estimate,  so  that  the  proper  responsibility  can  be  placed.  It  is,  in 
my  opinion,  clear  that  the  responsibility  does  not  rest  with  the  manu- 
facturing department,  but  with  the  surveying  officer,  who  did  not 
estimate  hign  enough;  that  the  actual  cost  reported  was  fair  and 
reasonable,  and  the  method  of  arriving  at  it  correct,  in  accordance 
with  directions  then  in  force. 

Geo.  H.  Rock, 
Naval  Constructor,  U.  S.  Navy. 


United  States  Navt-Yard, 

Boston,  Mass,,  January  ^4, 1910. 

Sir:  1.  In  the  appendix  to  the  testimony  of  the  Secretary  of  the 

Navy  before  the  House  Naval  Committee  on  January  8,  1910,  as 

printed,  there  is  a  statement  (copy  of  which  is  inclosed  herewith) 

relative  to  occurrences  in  connection  with  the  repair  here  of  two  air 
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compressors  for  the  Hingham  Magazine.  This  statement  apparentlj 
originated  at  this  yard,  and  reflects  upon  the  management  of  the  then 
manufacturing  department  by  the  naval  constructor  on  duty  here  at 
that  time  as  manager. 

2.  As  I  believe  the  statement  furnished  the  department  is  erroneous 
in  material  respects,  I  respectfully  submit  the  following  statement  of 
facts,  as  taken  from  the  records  on  file  in  this  office,  and  request  that 
it  be  forwarded  to  the  Secretary  of  the  Navy. 

Two  torpedo  air  compressors,  removed  from  the  U.  S.  S.  Miuouri,  weie  surveyed  and 
recommended  to  be  repaired  and  reserved  for  use  at  the  Hingham  magazine,  at  eed- 
mated  cost  of  $550. 

This  statement  is  correct.  The  survey  was  made  by  Gunner  Layer, 
of  the  then  Ordnance  Department,  and  survey  approved  April  25, 
1908.  The  details  of  the  estimate  made  by  him,  as  discovered  later, 
were: 

Machine-shop  work: 

Labor $250 

Material 1 85 

Pattern  maker,  labor  and  material 10 

Foundry  work,  labor  and  material 30 

Allowance  for  incidentals  and  indirect  charges 75 

Total 550 

Time,  twenty  days. 

[Memorandum. — ^These  compressors,  being  of  small  capacity  and  high  preasure,  wen 
not  at  ail  suitable  for  use  in  operating  pneumatic  tools,  the  only  uae  to  wMch  thBy 
could  have  been  put  at  Hingham.] 

The  manufacturing  department  had  nothing  to  do  with  the  pro- 
posed use  of  the  compressors  at  Hingham,  but  a  note  on  the  survey 
Dv  the  surveying  officer  states  that  they  were  to  be  used  in  connec- 
tion with  pneumatic  locomotives;  nothing  was  said  about  using  them 
with  pneumatic  tools. 

2.  A  small  amount  of  work  was  done  prior  to  February  1,  1909  (at  a  cost  of  $14.50). 
After  that  date  the  work  was  taken  up  by  the  manufacturing  department. 

The  job  order  was  issued  by  the  Ordnance  Department  May  6, 
1008,  and  practically  nothing  was  done  until  consolidation  nine 
months  later. 

3.  On  May  15, 1909,  the  chaiges  recorded  against  the  job  amounted  to  $2,276.12, 
and  it  was  estimated  to  be  six- tenths  completed;  an  estimate  of  $187  was  submitted 
for  the  completion  of  the  work,  exclusive  of  cost  of  repairs  necessary  as  a  result  of  a 
shop  accident. 

On  May  14,  1909,  the  inspector  of  ordnance  obtained  an  unofficial 
statement  giving  the  cost  of  the  job  as  $2,276.12.  The  records  do 
not  show  how  this  statement  was  obtained  nor  what  it  was. 

On  May  15  the  inspector  requested  the  work  stopped  on  account  of 
excessive  cost. 

On  May  17  the  manager  informed  the  inspector  of  ordnance  by 
letter  that  his  figures  were  incorrect  and  that  the  cost  of  the  job  to 
May  15  was  $1,058.20,  this  cost  being  fully  itemized. 

The  estimate  to  complete  the  work  was  furnished  on  May  19,  and 
covered  all  work  necessary,  without  exception;  and  the  department 
knows  of  no  shop  accident  affecting  the  cost  of  these  compressors. 
(It  is  probable  that  an  accident  on  Vesuvius  compressors  is  meant.) 
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The  estimate  given  as  six-tenths  complete  was  obviously  an  error, 
either  typograpliical  or  otherwise,  as  the  actual  cost  to  date  and  the 
estimated  cost  to  complete  were  both  given,  which  fixes  the  percent- 
age of  completion. 

4.  At  the  instance  of  the  chief  of  the  Bureau  of  Ordnance,  work  was  suspended 
pending  an  investigation  of  the  apparently  excessive  cost  of  work  already  performed. 

The  work  was  stopped  on  May  15  by  the  inspector  of  ordnance,  who 
had  that  authority,  and  on  or  about  that  date  any  changes  in  the 
accounts  necessary  on  account  of  error  had  already  been  made.  This 
department  has  no  biowled^e  of  any  investigation  except  that  made 
by  the  manager  for  his  own  information. 

5.  On  investigation  it  was  found  that  $1,217.92  had  been  incorrectlv  chaiged  ta 
this  work,  this  sum  being  the  pay  of  three  draftsmen  for  three  months,  auring  which 
time  they  had  not  been  employed  on  this  job. 

The  job  on  which  these  draftsmen  were  working  was  making  plans 
in  connection  with  the  Hingham  magazine.  It  was  the  only  other 
"Ordnance  and  ordnance  stores"  job  order  turned  over  to  the  manu- 
facturing department,  and  the  charge  of  the  draftsmen  against  the 
compressors  was  simply  a  clerical  error,  which  would  inevitably  have 
been  discovered  and  corrected  in  the  usual  routine  manner, 

6.  The  remaining  cost  was  $1,058.20,  made  up  thus: 
Labor: 

Direct $670.26 

Indirect 260.63 

$83a89 

Material: 

Direct 127.41 

Indirect 99.90 

227. 3L 

Total 1,058.20 

The  indirect  charges  were,  approximately,  46  per  cent  for  labor  and  78  per  cent  for 
material. 

This  statement  of  cost  is  correct  (except  percentages),  and  it  is 
the  only  statement  of  cost  furnished  the  inspector  of  ordnance, 
officially. 

Indirect  charges  for  labor  and  material,  each,  were  made,  in 
accordance  with  regulations,  by  charging  a  given  percentage  of  the 
direct  labor;  the  percentages  in  this  case,  therefore,  are  46  per  cent 
for  labor  and  17  per  cent  for  material.  It  mi^ht  be  pointed  out  that 
at  the  present  time  (January,  1910,)  the  indirect  charges  under  the 
new  system  of  accounting  for  this  class  of  work  are  70  per  cent 
total  (net). 

7.  As  this  cost  was  far  in  excesB  of  the  estimate  (more  than  double  if  the  eetimate 
of  $187  to  complete  be  added),  further  investigation  was  madef  from  which  it  appeared 
that  there  had  been  a  certain  amount  of  confusion  and  irregular  practice  in  the  matter 
of  calculating  indirect  chaiges.  Had  a  uniform  system  been  followed,  in  strict  accord- 
ance with  regnlations,  the  total  cost  of  the  work  done  would  have  been  1911.52 
instead  of  $1,058.20. 

The  records  show  that  the  inspector  of  ordnance  claimed  that 
the  indirect  charges  should  have  been  $142.57  for  labor  and  $71.28  for 
material,  making  a  total  cost  of  $911.52,  the  amount  above  claimed 
as  the  true  cost.  These  charges  are  25  per  cent  for  labor  and  12J 
per  cent  for  material,  on  the  direct  labor,  which  percentages  the 
inspector  of  ordnance  claimed  should  govern,  they  being  tne  per- 
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centages  for  April,   1909.     The  percentages  necessarily  vary  from 
month  to  month,  being  as  follows: 


FebruATy 
March... 
April.... 


Indirect  charges  are  made  against  all  jobs  each  month,  based  on 
the  direct  labor  charges  for  tne  month  and  the  appropriate  per- 
centages. This  was  then  in  strict  accordance  with  regulations  and 
is  also,  with  minor  modifications,  the  present  practice  under  the  new 
accounting  system. 

The  charges  on  this  job,  by  months,  for  direct  and  indirect  labor, 
were  as  follows: 


liontlL 

Slreot 
Iftbor. 

Ihdlxwt 
labor. 

Febnury 

tM9.43 
1M.33 
None. 
None. 

fl97.a8 

Mtrch .' 

68.  as 

April 

None. 

i^\"::::::;:::::;::;;:;:::;:::::::;"!::::!!i:!::!;:::!;:;::!::::::::;;::::! 

None. 

It  is  thus  clear  that  there  was  no  confusion  or  irregular  practice 
in  the  matter  of  calculating  indirect  charges;  and  to  make  mdirect 
charges  on  the  job,  in  accordance  with  the  percentages  for  April, 
when  the  direct  labor  was  charged  entirely  before  the  date  of  March  31 , 
would  hardly  be  good  business  practice. 

8.  In  the  course  of  the  inveetigation  of  this  matter  it  was  learned  that  ingot  copper 
to  the  value  of  $107  had  been  stubbed  out  of  store  on  the  job  (740  pounds),  while  the 
total  metal  used  amounted  to  387  pounds  of  white  metal  and  composition,  value  |I07. 
This  discovered  an  irreg:ular  practice  in  the  foundry  of  using  scrap  or  stock  already 
drawn  and  covering  it  by  stuboing  out  other  metal  stock.  In  this  case  the  value  of 
stock  stubbed  out  was  the  same  as  that  of  stock  used,  but  the  transaction  was  irreg- 
ular, and  examination  of  the  stub  requisitions  gave  a  false  idea  of  the  kind  and 
quantity  of  stock  used  in  the  job. 

This  statment  is  correct  and  this  department  is  in  perfect  accord 
with  the  conclusions  drawn.  The  irregular  practice,  nowever,  was 
apparently  that  obtaining  under  the  Department  of  Steam  Engineer- 
ing, from  which  the  foundry  was  taken  over  on  February  1, 1909,  and 
this  case  was  the  first  one  discovered  by  this  department  on  account 
of  the  urgency  of  other  business.  The  practice  was  peremptorily 
stopped  by  the  manager's  order  of  May  25,  1909. 

9.  It  is  apparent  that  had  no  investigation  in  this  matter  been  made,  this  particular 
Job  would  nave  been  chaiged  at  about  $2,500  instead  of  slightly  more  than  $900,  its 
true  cost. 

From  the  explanations  given  above,  it  is  evident  that  this  con- 
clusion is  incorrect.  The  correct  and  true  cost  is  $1,058.20,  and  was 
so  reported  officially. 

It  might  be  pertinent  to  point  out  that  the  original  estimate,  made 
by  a  representative  of  the  Ordnance  Department,  was  unquestionably 
low,  both  in  cost  and  time.  Thus  the  charges  for  material  alone  in 
the  foundry  were  $107,  and  thi^  value  of  material  was  actually 
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needed  and  used,  whereas  the  allowance  in  the  estimates  for  labor 
and  material  both  in  the  foundry  was  only  $80.  The  allowance  for 
incidentals  and  indirect  chaises  m  the  estimate  was  $75,  and  against 
this  must  be  charged  $21.77  tor  electricians,  $10.40  for  coppersmiths, 
SI  1.17  for  teams,  laborers,  and  riggers,  and  $2.52  for  instrument 
maker,  a  total  of. $45.86  for  ''incidentals,"  and  in  addition  the  charge 
of  $360.53  for  indirect. 

It  is  evident  that  the  allowance  for  indirect  was  practically  omitted 
from  the  estimate. 

Very  respectfully,  Geo.  H.  Rock, 

Naval  Constructor,  U.  S.  Navy» 
The  Secbbtabt  of  the  Navy. 
(Via  Commandant.) 


]cxhorain>i7m  fob  ohief  of  bxtbeau  of  obdnanob. 
Depabtment  of  the  Navt, 

BUBEAU  OF  ObDNANCE, 

WasUnffUm,  D.  C,  February  S,  1910. 
Notes  as  to  the  efficiency  of  the  management  of  certain  establish- 
ments under  the  exclusive  control  of  officers  of  the  line  of  the  navy. 

NATAL  OUN  rACTOBT,  NAYT  TABD    WA0HINOTON,  D    C. 

1.  This  factory  was  established  in  1886  under  the  management  of 
line  officers  and  has  been  managed  by  them  ever  since.  AB  features 
of  its  expansion  and  development,  the  erection  of  nearly  all  its  build- 
ing, the  addition  of  a  cartridge-case  factory,  new  boilers  and  electric 
plants,  improvements  in  machinery,  have  been  effected  in  a  satis- 
factory manner  under  the  supervision  of  line  officers.  At  present  the 
Naval  Gun  Factory  has  probably  the  finest  aggregation  of  machines 
and  the  finest  body  of  mechanics  m  this  country;  up-to-date  methods 
are  employed,  electric  motive  power  is  largely  employed,  and  the 
shops'  efficiency  otherwise  increased  by  the  use  of  high  speed  in  the 
machines. 

2.  As  to  the  oi^anization  of  the  shops:  In  1905  the  Secretary  of  the 
Navy  sent  an  expert  in  the  conduct  of  industrial  plants  to  examine 
this  establishment.  With  the  exception  of  criticisms  of  faults,  most 
of  which  he,  however,  acknowledged  to  be  inseparable  from  a  govern- 
ment establislmient,  this  expert's  report  was  commendatory.  Since 
that  date  the  efficiency  of  the  factory  has  been  greatly  increased. 

3.  A  system  of  cost  keeping,  slowly  evolved  and  perfected  by  the 
clerical  force,  without  the  aid  of  outside  expert  accountants,  has  been 
in  operation  for  twenty-four  years,  a  system  which,  though  not  per- 
fect from  the  viewpoint  of  the  expert,  enables  the  cost  of  manufacture 
to  be  ascertained  at  any  time,  to  be  compared  with  estimates,  and  if 
too  great  the  shops  are  notified  of  this  fact  at  once. 

4.  The  shops  are  sanitary  and  are  models  of  cleanliness;  this  at- 
tractive appearance  is  constantly  the  subject  of  comment  by  visitors, 
especially  by  foreign  officers,  rerfect  shop  discipline  prevails,  and 
is  regulated  by  a  well-established  system  oi  punishments  for  careless- 
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5.  As  to  the  character  of  the  output,  it  may  be  said,  generally 
speaking,  that  officers  and  men  of  the  navy  prefer  the  wok  of  the 
Naval  Gun  Factory  to  that  of  any  navy-yard  or  private  establishment. 

6.  As  to  the  cheapness  in  cost  of  production:  In  spite  of  the  fact 
that  the  Government  pays  on  the  average  higher  wages  for  the  same 
class  of  skilled  labor,  that  the  hours  of  a  dajr  s  labor  for  the  Govern- 
ment are  eight,  as  against  nine  or  ten  in  private  shops,  and  that 
government  employees  are  paid  on  leave  and  holidays,  still  prac- 
tically all  work  at  the  Naval  Gun  Factory  is  done  cheaper  than  in 
private  works.  This  is  true  in  spite  of  the  additional  handicap  that 
the  mn  factory  must  purchase  most  of  its  rough  material  in  the  open 
market,  while  private  ordnance  shops  produce  their  own.  That  the 
contractors  appreciate  the  reasonable  cost  of  production  at  the  Naval 
Gun  Factory  is  shown  by  the  fact  that  private  companies  holding 
contracts  to  supply  the  navy  with  guns  and  nioimts  often  ask  for 
and  are  granted  permission  to  have  certain  articles,  to  be  supplied 
under  their  contracts,  manufactured  at  the  Naval  Gim  Factory, 
apparently  for  the  reason  that  such  work  can  be  done  cheaper  there 
than  they  can  do  it  themselves  or  have  it  done  elsewhere. 

7.  Cost  of  manufacture  of  certain  guns  and  mounts  at  the  Naval 
Gun  Factory  as  compared  with  similar  material  obtained  under 
recent  contracts: 


Naval  Gun 
Factory. 


Bethlehem 
StedCo. 


MldTale 
Co. 


12-lllCh  guns a«61,57&33 

12-liich  mounts I    .35,648.05 

S-inehguns 16  23.476.04 

7-lnchguns '  c  20, 072. 90 

•-Inch  guns 411,313.78 

Mnchguns «8,88a68 


S60,ooaoo 

46,212.00 


860,000.00 
46,212.00 


21,850.00 
U,638.QO 
8,100.00 


21,8SaO0 


9,aooLOO 


•  Avenge  30  guns.     »  Average  48  guns,     c  Average  21  guns.     '  Average  78  guns.     «  Average  6  guns. 

8.  A  saving  of  from  40  to  50  per  cent  has  frequently  been  eflFected  in 
the  manufacture  of  powder  tanks  and  an  average  of  80  per  cent  in 
cost  of  cartridge  cases,  when  manufactured  at  the  Naval  Gun  Fac- 
tory, over  prices  obtained  through  public  advertisement.  Iron,  steel, 
bronze,  and  manganese  bronze  can  be  produced  within  the  capabil- 
ities of  the  foundry  at  the  Naval  Gun  Factory  from  20  to  50  per  cent 
less  than  charged  by  outside  foundries. 

9.  The  saving  in  cost  of  manufacture  at  the  Naval  Gun  Factory 
is  no  doubt  largely  due  to  the  fact  that  no  interest  or  capital  in- 
vested is  charged  against  the  cost  of  output,  no  profit  chained,  and 
no  dividends  to  stockholders  paid. 

10.  Reference  is  invited  to  public  document  No.  10  and  others 
following;  hearing  of  Capt.  E:  C.  Pendleton,  U.  S.  Navy,  Fifty- 
eighth  (ingress,  second  session;  and  to  public  document  No.  124  of 
February  28,  1906,  hearing  of  Capt.  E.  H.  C.  Leutze,  U.  S.  Navy, 
Fifty-ninth  Congress. 

StnoJcdesS'pofvder  factory,  Indian  Head,  Mi. 

11.  The  smokeless-powder  factory  was  established  at  the  naval 

E roving  ground,  Indian  Head,  Md.,  in  1898,  under  the  direction  of 
ne  officers,  and  has  been  under  the  sole  management  and  control  of 
line  officers  since  its  establishment,  has  been  a  success  since  its 
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beginning,  and  has  developed  from  a  daily  output  of  little  over  2,000 
pounds  until  within  the  present  year  the  output  will  be  over  6,000 
pounds  per  day. 

12.  The  actual  cost  of  smokeless  powder  manufactured  at  the  pow- 
der factory  for  the  last  year  was  S0.4321  per  pound,  and  a  reasonable 
estimate  of  increased  cost  to  cover  expenses  recognized  as  entering 
into  the  cost  of  manufacture  at  private  establishments  would  increase 
this  to  about  S0.555  per  pound.  The  accurate  information  as  to 
actual  cost  of  manufacture  of  powder  at  Indian  Head  has  enabled  the 
Government  to  save  millions  of  dollars  by  requiring  the  private  fac- 
tories, by  which  the  greater  portion  of  the  powder  is  made,  to  supply 
this  at  a  price  insurmg  them  only  reasonable  profit.  Without  such 
definite  and  accurate  information  the  Government  would  be  at  the 
mercy  of  the  private  factories,  among  which  there  is  no  competition 
and  which  would  take  advantage  of  this  condition  of  affairs  to  mcrease 
the  price  of  their  product  to  enhance  their  profits  at  will.  It  is  con- 
servative to  state  that  the  successful  operation  of  the  Government 
powder  factory  has.  by  placing  in  the  hands  of  the  Government  the 
power  to  regulate  tne  price  of  powder  purchased,  saved  to  the  navy 
m  the  last  ten  years  a  sum  considerably  in  excess  of  the  cost  of  the 
plant  itself.  'Diis  does  not  take  into  account  the  greater  propor^ 
tionate  saving  on  the  great  quantity  of  powder  made  at  this  plant 
nor  the  immense  benefit  in  improving  the  character  of  the  powder, 
its  stabiUty,  ballistics,  its  care  and  preservation,  resulting  from  expe- 
rience in  manufacture,  and  constant  experiments  to  better  the  prod- 
uct. The  quality  of  the  pow^der  manufactured  at  Indian  Head  is 
taken  as  the  standard  for  all  private  factories  to  meet. 

NAVAL  TOBPBDO  STATION,    NEWPORT,    B.   I. 

13.  The  torpedo  station,  which  has  been  established  for  some 
thirty  years,  has  always  been  under  the  exclusive  management  and 
control  of  line  officers  of  the  navy,  and  has  always  successfully  met 
the  requirements  for  which  it  was  estabUshed.  Its  principal  field 
of  activity  has  hitherto  been  in  the  nature  of  the  experimentation 
with  and  test  of  torpedoes,  the  manufacture  of  mines,  fuses,  and 
primers.  Among  the  important  work  accompUshed  at  this  station 
may  be  mentioned  the  discovery  and  development  of  the  formula 
for  smokeless  powder  which  is  still  used  in  the  manufacture  of  our 
service  powder.  In  addition,  there  is  now  being  estabUshed  at  this 
station  a  torpedo  factory,  with  facilities  for  turning  out  complete 
automobile  torpedoes  of  the  most  improved  type.  It  is  confidently 
expected  that  the  establishment  of  this  factory  will  result  in  greatly 
decreasing  the  cost  of  these  intricate  and  expensive  weapons  to  the 
Government,  besides  insuring  that  the  necessary  outfits  of  torpedoes 
for  ships  and  for  reserve  will  oe  promptly  supphed,  saving  the  neces- 
sity for  purchasing  any  abroad,  as  the  Pf  avy  Department  was  recently 
compelled  to  do. 

NATAIi  MAGAZINB8. 

14.  Naval  magazines  have  always  been  managed  and  controlled 
by  line  ofl5cers.  These  establishments  are  now  used  not  merely  as 
depots  for  the  storage  of  ammunition  and  for  assembling  all  the  details 
of  the  ammunition  outfits  of  ships,  but  a  laige  proportion  of  such 
details  are  now  manufactured  at 

[Rest  of  copy  missiDg.]  ^  •        . 
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[Pp.  80  to  85,  Nelson  Report,  May  18,  1905.] 

Below  is  the  list  of  contract  prices  and  the  Naval  Gun  Factory 
costs  for  the  various  guns.  The  Naval  Gun  Factory's  prices  as 
shown  include  40  per  cent  in  addition  to  actual  cost  of  labor  and 
material^  and  the  cost  of  experimenting  is  also  included. 

CbtUna  priee.  IVSuwI  Otm  Fkeionf  prtet. 

S450.00.  1335.30. 

l-poonder  nm,  rapid  fire,  with  aooessortei  (no  1-pounder  gun,  Hark  Vfinaaiiftkctarvd  on  Job  order 
mount).  Not.  5in  to  680.  from    Amerlctn  Ord-  mo.  4787-02.    Price  Includes  860  roymlty. 

nanoe  Company,  B/O  Req.  61,  September  34, 
1002. 

82,320.72.  fl,874.7S. 

1-pounder  gun,  Mazlm-Nordenfelt  heavy  auto-  1-pounder  gun,  Mark  VT,  manuteetored 
matio.  Contract  of  February  7,  1897,  with  the  for  the  Maxlm-Nordenfelt  Co.,  under 
Maxlm-Nordenfelt  Ouna  and  Ammunition  Go.  aiireement  of  April  14, 1887. 

(Limited).  Goat  plus  40  per  cent 81,644.73 

Present  royalty 450.00 

2,004.73 
Deduct  price  paid  the  Haxim-Norden- 
felt  Co.  for  tools  made 220.00 

Net  cost 1,874.73 

82,000.00.  82,233.45. 

6>pounder  gun.  aemiautomatio,  with  mount,  com-  6-pounder  gun,  Mark  IX.  Mod.  1  (semiautomatic}, 
plete,  fh>m  Driggs-Seabury  Oun  and  AmmunI-  complete  with  Mark  Vn  mount,  mannlactured 
Uon  Co.    Fifty  on  contract  of  AprU  30, 1000.  on  job  order  No.  4177/01. 

Price  includes  8400  royalty. 

81,137.62.  81/)68.ae. 

••inch  field  gun  and  carriage  made  by  American  3>inch  field  gun.  Mark  I,  and  carrlacemanufMtared 

Ordnance  Co.    The  cost  is  independent  of  the  on  Job  orders  No.  3368-06  and  No.  3111-06.    Price 

gun  forgings  which  were  furnished  by  the  Bureau  includes  800  royaltj.   The  cost  of  forgtnss,  8140.80, 

of  Ordnance.  has  been  deducted. 

81,783w30.  81,76114. 

84nch  60  cal.  ran,  Mark  II,  with  Mark  U  bteeoh      84nch  60  cal.  gun,  Mark  UI,  usine  the  oost  of  gun 
mechanism,  from  American  Ordnance  Co.,  100  on         manufactured  on  Job  order  No.  l£3»-00. 
B/O  Req.  144. 

84,333.33.  84,120.06. 

S-inch  50  cal.  nickel-steel  gun,  mount,  and  sight  fiom       Estimate  based  on  3>lnch  gun  No.  280. 

American  and  British  Manufscturing  Co.,  oon-       Nickel-steel  gun 81,079.05 

tract  of  April,  1006.                                                   Mount,  Mark  IV I,30a00 

Sight.. 050.« 

Total 4,128.05 

82,602.04.  82,622.72. 

4-Inch  40  cal.  gun,  Mark  VI,  with  Mark  V  breeoh  4-inch  40  cal.  gun,  Mark  VI,  with  Fletcher  breecb 
mechanism  Nos.  146  to  164,  Dram  American  Ord-  mechanism,  Mark  V,  avera«  of  30  runs  msna- 

nance  Company,  contract  of  November  28, 1806.  factured  on  Job  order  No.  3080-07,  Serial  Nos.  190 

to  209.  Price  includes  8100  royalty.  Theforglnfs 
on  this  lot  of  guns  were  conalaerably  cheaper  thso 
on  guns  built  later. 

81,673.14.  81,474.10. 

4-hich  mounts,  Mark  IV,  from  American  Ordnance  4-lnch  mount,  Mark  IV-A,  averaged  lh>m  No.  77, 
Co.  81,688.73,  Invoiced  March  10,  1887TNo;  11, 81^271.57. 

hivolced  April  10,  1807;  No.  144,  81,462,  invoked 
August  31, 1807. 

83,367.  IL  83,622.72. 

4-inch  40 caL  gun,  Mark  VI,  with  Mark  V  bneoh      BeepagaSl. 
mechanism,  Nos.  165  to  170,  £rom  the  Bethlehem 
Bteel  Company,  contract  of  February  16, 1806. 

81,462.44.  81,474.1& 

4-inoh  mount,  Mark  IV,  Injim  Bethelehem  Steel       See  page  8L 
Company^  for  guns  Just  preceding. 
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OMtfraee  prfM— Omtiimed. 

$MSO.0O 

4-liMih  4(>«aUb0r  con,  liark  VI,  with  Mark  V  breech 
mechantmn,  Kos.  210  «nd  211,  from  Bethlehem 
Steel  Co.»  end  4-ixieh  mount,  Mark  IV,  fur  them. 
Req.  440,  Jane  14, 1808. 

12,620.80. 

4-tnoh  4(>«al.  son,  Mark  VI,  No.  218,  AmericanlOrd- 
nanoeOo.    Req.  163, 3-10-00. 

82,168.20. 

4-inch  moont,  Mark  IV,  tor  gon  Just  preceding. 

85,600.00. 

4-inch  sun,  Mark  VII,  with  mount,  Mark  Vin, 
model  1,  Nob.  327  to  338,  from  Bethlehem  Steel 
Co.   Oontn0t,^2»4». 


•9,482.00. 

Mnch  fiOKsal.  ran,  Mark  V.  with  mount.  Mark  DC, 
No8. 261  to  272,  lh>m  Bethlehem  Steel  Co.  Con- 
tract of  November  2, 1900. 


|8»808JO. 

S-lnoh60Ksal.  nm,  Mark  V,  with  mount  Mark  IX, 
Nos.  273  to  282,  tram  Bethlehem  Steel  Co.  Con- 
tract of  September  12, 1901. 

813,000.00. 

d-inoh  40«al.  gun,  Mark  vn.  with  Mark  vn  breech 
mechanism,  Noe.  206  to  276,  and  d-inch  mounts 
Mark  Vn,  Nos.  274  to  286,  from  Bethlehem  Steel 
Company.    Contract  of  June  11, 1901. 


810,770.00. 

d-ineh  40Kial.  gun,  Mark  VII,  with  Mark  vn  breech 
mechanism,  spare  gun  No.  264.  from  Bethle- 
hem Steel  Co.    Req.  139,  January  29, 1901. 


818,69a00. 

7-Inch  gun,  Mark  II,  with  breech  mechanism  Mark 
I  ftom  Bethlehem  Steel  Co.,  30  on  contract  of 
October  8, 1903. 


IhfMl  Owi  Fadeff  pHe^-Conttnoed. 

88,990.88. 

See  page  81. 

Oun 82,622.72 

Mount 1,474.10 

Total 8,990.88 

82,622.72. 

See  page  81. 


81,474.10l 

See  page  81. 

85,464.28. 

4-lnch  60-cal.  gun,  Mark  VII 88,471.08 

4-inch  mount,  Mark  VIII,  model  1 1, 963. 36 

6^464. 88 

Forgun,take  avenge  of  26  guns  on  Job  order 

For  mount,  deduct-- 

Labor 856a  00 

Material 100.00 

Percent 22a00 

Total 87a00 

from  cost  of  mounts  manufactured  on  Job  order 
No.  403^,  Nos.  233  to  236,  inclusive,  invoiced  at 
82,853.26,  for  changes  not  included  in  the  contract 
mount. 

89,371.68. 

5-lnch60-oal.  gun,  Mark  V 86,054.87 

With  5-inch  mount,  Mark  IX 3,317.01 

9,87L68 
For  gun  take  average  of  61  guns  on  job 
orders  Nos.  2241  and  2242  of  99— 

Gun,  including  8460  tools 86,364.57 

Deduct  for  special  tools 300.00 

Net 6,054.57 

For  mount  take  average  of  60  mounts  on 
job  order  No.  430-00. 

Mounts  as  built  here 84,431.29 

Deduct  for  changes 1,114.28 

Net, including 8200 jigs 8,817.01 

89,371  J8. 

See  above. 


810,417.44. 

d-inoh  4(Vcal.  gun,  Mark  IV,  with  Mark 

IV  breeoh  mechanism 80,999.81 

6-hich  mount,  Mark  vn,  Mod.  1 3,417.88 

10,417.44 

For  ran  take  average  of  three  guns,  Nos.  260,  261, 

ana  262,  manufactured  on  Job  order  No.  2664-00. 

For  mount  take  cost  of  mounts  Nos.  182  to  189, 

Mark  vn,  Mod.  1.   Cost  of  gun  Includes  8100 

royalty. 

87,449.66. 

6-Inch  4a«al.  ran,  Mark  IV,  with  Fletcher  breech 
mechanism,  Mark  IV.  Take  cost  of  gun  No.  263, 
manufactured  on  Job  order  No.  4896-00,  for  one 
gun.    Cost  includes  8100  royalty. 

817,124.01. 

7-lnch  45«al.  gun,  Mark  H,  with  Mark 
I  breech  mechanism,  estimated  cost  of 
gun 818,4i».71 

Deduct  yoke,  cost  as  on  order  No  2791-04     1, 276. 00 

Nat 17,124.01 
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r-lneh  momit,  Ifork  II,  from  Bethlehem  Stetl  Om- 
ptny,  36  OQ  oontzBot  of  Ootober  8, 1908.  Contraot 
poto  yoke  on  the  mount 


124,880.17. 

•4noh  gun, Ifork  VI,  with  Mark  Vbreeoh  median- 
Ism,  nickel  steel,  from  Midyele  Steel  Co.,  24  on 
contract  of  September  8,  1908.  Contract  putt 
yoke  on  mount 


814,417.17. 

Mneh  tomt  mount,  Mark  xn.ftam  Mldyaie  Steal 
Company,  24  on  contract  of  September  8,  1908. 
Contract  puts  yoke  on  mount  and  does  not  in- 
elude  any  ammunition-handling  apparatus.  . 


822,000.00. 

8-taieh  ran,  Mark  VI,  nickel  steel,  with  Mark  V 
breech  mechanism  (see  p.  83),  tnm  Mldvale  Steel 
Company,  12  on  contract  of  March  11, 1904. 

813,000.00. 

8-tiMh  turret  mount,  Mark  XII,  from  Mldvale  Steel 
Company,  12  on  contract  of  March  11, 1904. 


Jfavsl  Owi  Aciory  pftee-OoDtinued. 

87,400.02. 

74neh  mount,  Mark  II,  estimate  of  July  3. 1908,  let- 
ter No.  5387,  replying  to  the  Bureau's  letter  No. 
7406of  J4iDe 22,  noa  (  W.  N.  Y.  N'^.  8688). 

Estimated  cost  of  mount fSflSS-as 

Yoke,  order  No.  2791-04 I,276u06 

Net 7,400108 

821,681418. 

8-inch,  46«al.  gun,  Mark  VI,  with  Mark  V 
breech  mechanism,  cost  estimated 
first  by  adding  8290  tabor  to  the  cost  of 
84oqh,  4fr€al.  gun  No.  88  en  job  or4ar 
NoTl449^1 824,678.10 

On  completion  of  Job  order  No.  1589-01 
it  was  seen  that  8a00could  be  deducted. 
On  examination  of  the  tool  aoooont  It 
was  seen  that  8600  should  be  tledooted 
for  extra  and  special  tools.    Deduct..      1,400.00 

Net  cost  of  gun 23,275.26 

Cost  of  yoke  on  Job  order  No.  5180-08, 
deduct 1,644.U 

Gun  without  yoke 21,681.00 

The  price  stUT  Includes  81,000  for  tools. 

813,144.18. 

8-inch  turret  mount,  Mark  XII.  Esti- 
mated cost  of  mount  without  ammu- 
nition-handling apparatus 810, 500. 00 

Yoke,  order  No.  5186-08 1,644.18 

12,144.10 
821,68L08. 

See  page  88. 


813,144.10. 


Bee  page  88. 


CosUofall  tiusof  powder  cam  made^  and  the  UUeet  quotatione by  outside  manufacturen. 


CaUber. 

ATerage 
approxi- 
mate cost 
atWarii- 
Ington 
NaTy-Yard. 

Latecon- 
tnctprioes. 

Old  con- 
traot prfeei. 

5-lnch,MarkII 

86.38 
8.22 
7.04 

11.12 

812.00 
12.00 
14.00 
14.00 

5-lnch.  Mark  III 

6-lnch'Mark  V 

6-inch,  Mark  VII 

7  inch* 

0>lnch,  Mark  IV 

11.88 
11.50 
19.28 
20.32 
21.225 

18.00 
18.00 

8-lnoh,  Mark  V •. 

10-hich.  Mark  IV 

816.16 
30  60 

13-inch.  Mark  IV 

l».|nch,¥iykTT 

22.00 

•  Only  expsflmental  tanks  mada. 
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Coatt  of  all  tue$  of  cartridge  eaua  mads,  and  the  lateat  quotatUmt  by  outddi  manufadurer$> 
[Forty  per  cent  is  added  to  material  and  labor  In  all  cases.] 


CaUber. 


CoBtto 

price 

make  here. 

quoted 

outside. 

10.175 

10. 25 

.55 

.87 

.55 

1.00 

.50 

.66 

3.25 

5.00 

5.50 

7.60 

8.50 

12.00 

7.00 

<J.10 

11.50 

17.00 

l-^oonder 

a-pounder 

6-pounder 

3-iiich  field 

3-inch,  .50  caliber 
4-inch,  .40  caliber 
4-inch,  .50  caliber 
5-lnch,  .40  call  er 
Mnch,  .40  caliber 


Februakt  1,  1910. 

The  following  is  a  statement  of  cost  for  some  cutters,  drills,  milling 
tools;  etc.,  maae  in  the  tool  shop  for  various  shops  in  the  yard,  ana 
shows  a  saving  in  the  aggregate  of  $2,205.58  on  articles  estunated  to 
cost  $10,445.86,  or  about  25  per  cent. 

The  estimate  is  in  all  cases  based  on  what  tools  have  cost  when 
purchased  from  commercial  firms  on  the  outside. 


Shop 
order 
No. 

Work. 

Estimated 
cost. 

Aetnal 
oost. 

12115 

MlUin£  cutters  chasers,  etc 

15,864.42 

2.549.46 

8.5. 70 

614.  UO 

542.28 

14,787.48 

12510 

End  mills,  etc 

1.784.81 

13432 

Uigh-speed  drills 

855.  .15 

13617 

"(io* 

351.35 

13721 

Cutters,  end  mills,  eto 

461.29 

Total    

10,445.86 

8,240.28 

The  actual  costs  as  noted  above  include  shop  expense. 


ipeedat 

Guan- 

tanamo. 


Georgia 

Nebraska 

New  Jurspy 

Rhode  IsUnd... 

Virginia 

Comi(«tiout 

Kansiis 

Louisiana 

Iflunesota 

New  lliirnpshire 

Mississippi , 

Idaho ... 

Wisconsin , 

Missouri 


18.42 
1&06 
17.01 
17.00 
10.81 


•  Witliin  one  revolution  oX  acceptance  trial  speed. 
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XSXOBANBITX  INDICATING  CHANGES  THAT  WILL  BE  NECESSABT  IN 
APPBOPBIATIONS  TO  APPLY  TO  AHENDED  CONDITIONS  IN  THE  NAVT 
DEPAETHENT  IF  THE  BUBEAU  OF  EQUIPMENT  IS  ABOLISHED.  AS  WELL 
AS  IN  THE  CASE  THE  BUBEAD  OF  EQUIPHENT  IS  CONTINUED,  AND  A 
SUHHABY  OF  BEGULATIONS  BELATING  TO  BUBEAU  DUTIES  WHICH 
HAY  BE  EXPECTED  TO  BE  PUT  INTO  EFFECT  AT  SUCH  TIME  AS  LEGIS- 
LATION WILL  PEBXrr. 


Changes  necessary  in  appropriations  to  apply  to  amended  conditions. 


Appropriation  or  item. 


Piwent  estimates. 


If  equipment  is 
aboUshed. 

If  equipment 

iinot 

aboUshed. 

S.  O 

8.  O. 

8.  0 

8.  O. 

S.  O 

8.  0. 

S.  0 

S.  O. 

Nav 

Nav. 

Nav 

Nav.      . 

Nav 

Nav. 

Nav 

Nav. 

Nav 

Nav. 

Nav 

Nav. 

y.  andD 

Y.andD. 

Y.andD 

Y.  and  D. 

Nav 

Nav 

Y.andD 

Y.  and  D. 

Nav 

Nav. 

Nav 

Nav. 

Nav 

Nav. 

Nav 

Nav. 

Y.andD 

Y.  and  D. 

S.  E 

S.E. 

Ord 

Ord. 

S.E 

C.andR 

S.E. 
C.  and  R. 

Ord 

Ord. 

Ord 

Ord. 

S.E 

S.E. 

Ord 

Ord. 

Ord 

Ord. 

8.  E 

Ord 

S.B. 
Ord. 

Ord 

Ord. 

Ord 

Ord. 

Ord 

Ord. 

Ord 

Ord. 

Y.andD 

Y.  and  D. 

Ord 

Ord. 

Ord 

Ord. 

S.  E 

S.E. 

C.andR 

C.  and  R. 

8.  and  A 

8.  and  A. 

Nav 

Nav. 

H.  O.  (Bu.  Nav.). 

Equip. 

Pay  of  the  navy 

Pay,  miacellaneoua 

Contingent,  navy 

Care  onepeie,  Guam 

Transportation 

Recruiting 

Contingent,  navigation 

Ounnwy  exercises 

Outfits  on  first  enlistment 

Maintenance  of  naval  auxiliaries...'. 

Depots  for  coal 

Naval  Training  Station,  California: 

Construction  of  public  worio,  Including 
dredging. 

All  else 

Naval  Training  Station,  Rhode  Island: 

Construction  of  public  works 

Alleles 

Naval  Training  Station,  Great  Lakes 

Naval  War  College,  Rhode  Island 

Naval  Home,  Philadelphia,  Pa 

Ordnance  and  ordnance  stores: 

All  construction  of  public  works  at  powder 

foc'tory  involving  new  construction. 
All  electric,  hydraulic,  pneumatic,  and  other 
power  appliances  of  wnatsoever  nature,  and 
where  power-driving  machinerv  is  direct 
connected  to  the  machine  which  it  drives, 
the  entire  machine. 

AUelse 

New  batteries  for  ships  of  the  navy: 

All  fire-control  apparatus  involving  Interior 

or  exterior  electric-signal  communications. 

All  fire^ontrol  apparatus  involving  voice 

tubes  or  mechanical-signal  commuxueation. 

AUelse 

Ammunition  for  ships  of  the  navy 

Modernising  turrets  of  ships  of  the  navy: 

All  electric,  hydraulic,  pneumatic,  and  other 
power  appliances  of  wnatsoever  nature,  and 
where  power-driving  machinery  Is  direct 
connected  to  the  machine  which  it  drives, 
the  entire  machine. 

AUelse 

Small  arms  and  machine  guns 

Torpedoes  and  appliances: 

All  power  appliances  (etc.,  as  before),  espe- 
ciaUy  as  regards  air  compressors. 

AUelse 

Mines  and  mine  appUanoes 

Torpedo  station,  Sfewport,  R.  I 

Experiments,  Bureau  of  Ordnance 

Arming  and  equipping  naval  miUtia 

Repairs,  Bureau  of  Ordnance: 

AU  repairs  to  buildings  In  navy-yards 

AU  repairs  to  buildings  outside  of  navy-yards. 

Contingent,  Bureau  of  Ordnance 

Equipment  of  vessels: 

Schedule  A  (see  separate  sheet) 

Schedule  B  (see  separate  sheet) 

Schedule  C  (see  separate  sheet) 

Schedule  D  (see  separate  sheet) i 

Schedule  E  (see  separate  sheet) 


S.  O... 
S.  O... 
S.O... 
S.  O... 
Nav... 
Nav... 
Nav... 
Nav... 
Nav... 
Nav... 
Nav... 

Nav... 

Nav. . . 

Nav... 

Nav... 
Nav... 
Nav... 
Nav... 

Ord.... 

Ord.... 

Ord.... 

Ord.... 

Ord.... 

Ord.... 
Ord.... 

Ord.... 

Ord.... 
Ord.... 

Ord.... 

Ord.... 
Ord.... 
Ord.... 
Ord.... 
Ord.... 

Ord.... 
Ord.... 
Ord.... 

Equip.. 
Equip.. 
Equip.. 
Equip.. 
Equip.. 
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Schedule  A. 

Iron  and  other  materials  for  manufacture  of  anchors,  cables,  and 
chains;  interior  appliances  and  tools  for  manufacturing  purposes  at 
navy-yards  and  naval  stations;  electric  naval  signals  and^ apparatus, 
namely,  electric  signals,  lights,  lanterns,  and  running  lights;  electric 
lanterns  and  lamps  and  tneir  appendages  for  general  use  on  board 
ship  for  illuminatmg  purposes;  installing,  maintaining,  and  repairiDg 
electrical  interior  ana  exterior  signal  communications  and  all  elec- 
trical appliances  of  whatsoever  nature  on  board  naval  vessels;  and 
the  purchase  of  other  articles  of  like  nature  at  home  and  abroad,  and 
the  payment  of  labor  in  equipping  vessels  therewith  and  manufacture 
of  such  articles  in  the  several  navy-yards. 

Schedule  B. 

Hemp,  wire,  iron,  and  other  materials  for  manufacture  of  cordage 
and  galleys;  canvas  for  the  manufacture  of  sails,  awnings,  hammock, 
and  other  work;  naval  signals  and  apparatus  other  than  electric, 
namely,  nonelectric  signals,  lights,  lanterns,  rockets,  and  running 
lights;  lanterns  and  lamps  other  than  electric,  and  their  appendages 
for  general  use  on  board  ship  for  illuminating  purposes,  and  oil  and 
candles  used  in  connection  therewith;  bunting  and  other  materials 
for  making  and  repairing  flags  of  all  kinds;  installing,  maintaining, 
and  repairing  interior  and  exterior  signal  communications  other 
than  electric;  rugs,  carpets,  curtains,  and  hangings  on  board  naval 
vessels;  and  the  purchase  of  other  articles  of  like  nature  at  home  and 
abroad,  and  the  pavment  of  labor  in  equipping  vessels  therewith  and 
manufacture  of  such  articles  in  the  several  navy-yards. 

Schedule  C. 

Water  for  all  piu'poses  on  board  naval  vessels,  including  the  ex- 
penses of  transportation  and  storage  of  the  same;  stationery  for 
chaplains  and  for  commanding  and  navij^ating  ofhcers  of  ships,  and 
for  the  use  of  courts-martial  on  board  ship;  removal  and  transporta- 
tion of  ashes;  musical  instruments  and  music;  mess  outfits;  soap  on 
board  naval  vessels ;  and  the  purchase  of  other  articles  of  like  nature 
at  home  and  abroad  and  the  payment  of  labor  in  equipping  vessels 
therewith  and  manufacture  of  such  articles  in  the  several  navy-yards. 

(Note. — Water  is  also  estimated  for  under  Bureau  of  Supplies  and 
Accounts.) 

Schedule  D. 

Supplies  for  seamen's  quarters;  drawings  and  engravmgs  for  signal 
books;  and  services  and  suppUes  for  Coast  Signal  Service. 

Schedule  E. 

All  pilotage  and  towage  of  ships  of  war;  canal  tolls,  wharf age^  dock 
and  port  charges,  and  other  necessary  incidental  expenses  of  a  similar 
nature;  services  and  materials  in  repairing,  correcting,  adjusting,  and 
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testing  compasses  on  shore  and  on  board  ship;  nautical  and  astronom- 
ical instruments,  and  repairs  to  same;  libraries  for  ships  of  war;  pro- 
fessional books  and  papers;  compass  fittings,  including  binnacles, 
tripods,  and  other  appendages  of  ships'  compasses;  logs  and  other 
appliances  for  measurmg  the  ship's  way,  and  leads  and  other  appli- 
ances for  sounding;  photographs,  photographic  instruments,  and 
materials;  and  the  purchase  of  other  articles  of  like  nature  at  home 
and  abroad  and  the  payment  of  labor  in  equipping  vessels  therewith 
and  manufacture  of  such  articles  in  the  several  navy-yard 


Appropriation  or  item. 


Present  esti- 
mates. 


Ifeaulpinentls 
aooUshed. 


Contlnj^ent.  Bureau  of  Eaulpment 

Of  the  S10,000  DOW  allowed—   • 

$2^500 

$2,500 

$2,000 

$1,000 

92JQ0O 

Ocean  and  lake  sur^-eys 

Maintenance,  yards  and  doc'.  -: 

Coal  and  other  fuel;  attendance  on  light  and  | 
power  plants. 

AOclse 

Contingent,  yards  and  docks: 

Contingent  expenses  arising  In  connection 
with  operation  of  light  and  power  plants. 

AUelse 

Public  works,  jrards  and  docks 

Public  works,  secretary's  office 

Public  works,  navigation: 

Naval  training  station,  Rhode  Island— 

Repairs  to  barracks  C  (to  continue) ; 

Repairs  tobarrai'ks  B  (submitted) 

Underground  conduit  system I 

Naval  training  station.  Great  Lakes 

Public  works,  Bureau  of  Ordnance: 

Naval  magazine,  Mare  Island,  Cal.—  ' 

Salt-water  system  for  fire  protect  ion 

Lightning    nnls    for   all    buildings   not 
equipped  with  same. 

AUelse 

Public  works.  Bureau  of  Equipment: 

Naval  Observatory,  grounds  and  roads,  con- 
tinuing gnuling,  etc. 

Public  works,  medicine  and  surgery 

Public  works,  Marine  Corps 

Medical  Department 

Contingent,  Medicine  and  Surgery 

Brtneing  home  remains,  etc 

Provisions,  navy 

Contingent,  Supplies  and  Accounts 

Freight,  Supplies  and  Accoimts 

Coal  and  transportation: 

Maintenance  and  repair  of  coaling  plants— 

At  navy-yards 

Not  at  navy-yards 

Operation  of  all  mechanical  coaling  plants, 
such  operation  Including  the  providing  of 
all  labor  and  supplies  connected  witb  the 
handling  of  coal. 

AUelse 

Construction  and  repair  of  vessels: 

AU  capstans,  windlasses,  and  steering  engines; 
all  electric,  hydraulic,  pneumatic,  and 
other  power  appliances  of  whatsoever  nature 
and,  where  power-driving  machlnerv  is 
direct  connected  to  the  machine  which  it 
drives,  the  entire  machine.  Note  that  the 
latter  includes,  among  other  things,  certain 
machlnerv  for  turrets,  ammunition  hoists, 
and  ventilating  purposes,  and  motive  ma- 
chinery for  boat  cranes  and  power  boats. 

AUelse.. f?. 

Improvement  of  construction  plant 

St^m  machinery: 

Purchase,  fitting,  repair,  and  preservation  of 
machinery  and  tools  in  navy-yards  and  sta- 
tions and  running  yard  engines. 
AUtlae 


Equip.. 


Equip 

Y.  andD 

Y.  andD 

Y.  and  D 


Y.  and  D. 
Y.  and  D. 
S.  O 


Nav 

Nav 

Nav 

Nav 


Ord. 
Ord. 


Ord 

Equip 


M.  and  S. . 
M.C 

M.  andS. 
M. and  S. 
M.  ami  S... 


S.  E 

C.  andR 

S.  and  A 

Nav 

H.  0.(Bu.Nav.) 
H.  O.  (Bu.  Nav.) 

S.  E 


Y.  andD., 

S.  E 

Y.  andD., 
Y.  andD. 
Y.  andD., 


Nav 

Nav 

Y.  and  D. 
Y.  andD. 


S.  and  A S.  and  A . 

S.  and  A S.  and  A . 

S.  and  A S.  and  A . 


S.  and  A.. 
S.  and  A . . 
S.  and  A.. 


S.  and  A.. 
C.  andR.. 


C.  and  R.. 
C.  andR.. 


8.  E. 


8.  E. 


Y. and  D. 

S.  E 

S.E 


6.  and  A . 
S.E 


C.  and  R . 
S.O 


S.  O... 


If  equip- 
ment is  not 
abolished. 


8.  E. 

C.  and  R. 

8.  and  A. 

Nav. 

Equip. 

Equip. 

8.  E. 

Y.  and  D. 

S.E. 

Y.  and  D. 
Y.  and  D. 
Y.  and  D. 


Nav. 
Nav. 

Y.  and  D. 
Y. and  D. 


Y.  and  D Y.  and  D. 

Ord Ord. 


Y.  and  D. 

Equip. 


Y.  and  D 

H.  O.  (Bu.Nav.).. 


Y.  and  D. 

M.C: 

M.  and  S. 
M. and  S. 
M.  andS. 


Y. and  D. 
M.C. 
M.  and  8. 
M.  and  8. 
M. and  8. 
S.  and  A. 
S.  and  A. 
8.  and  A. 


Y. and  D. 

S.E. 

S.E. 


8.  and  A. 
S.E. 


S.E. 


C.  and  R. 
S.O. 

8.0. 

S.E. 
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Appropriation  or  Item. 


Engineering  experiment  station: 

If  the  Item  *'For  buildings"  involves  new 
construction. 

Dredging ." 

All  else 

Naval  Academy: 

Repairs,  Naval  Academy;  If  "Improve- 
ments" Involve  new  construction. 

All  else 

Marine  Corps , 

Increase  of  the  navy 

LEaiSLATIYE  BILL. 

Bureau  of  Eoulpment: 

Salaries,  Bureau  of  Equipment 


Present  esti- 
mates. 

II  equipment  la 
abolished. 

If  equip- 
ment is  mA 
abolist3£d. 

S.  E 

Y.andD 

Y.andD 

S.  E 

Y.andD 

Nav.  Acad 

M.C 

s.  o 

(See  note) 

Y. and  D. 

Y. and  D. 
S.  £. 

Y.  and  D. 

Nav.  Acad- 
M.  C. 
S.  O. 

EqalxK 

S.  E 

8.  E 

Nav.  Acad 

Nov.  Acad 

M.C 

8.0 

Equip 

Note.— In  case  of  abolition  of  bureau,  for  caption  "  Salaries,  Bureau  of  Equipment, "  substitute  " Salaries 
for  duties  heretofore  performed  under  the  Bureau  ot Equipment,  the  duties  to  be  hereafter  performed  as  the 
Secretary  of  the  Navy  may  direct." 


SUMMARY  OP  REGULATIONS  RELATING  TO  BL^REAU  DUTIES  WHICH 
MAY  BE  EXPECTED  TO  BE  PUT  INTO  EFFECT  AT  SUCH  TIME  AS  LEG- 
ISLATION   WILL   PERMIT. 

Oeneral  provisions. — Chiefs  of  bureaus  shall  issue  orders  concern- 
ing the  work  of  their  own  bureaus,  provided  such  work  is  not  of  a 
character  to  alter  the  military  characteristics  of  any  ship.  Any 
proposed  work  the  performance  of  which  would  alter  the  military 
characteristics  of  any  ship  shall,  prior  to  authorization,  be  referred 
to  the  Secretary  of  the  Navy  for  clecision. 

Each  bureau  shall  determine  upon  and  require  for  (or,  if  possessing 
the  necessary  facilities,  may  manufacture)  all  material,  apparatus, 
tools,  stores,  fuel,  transportation,  stationery,  blank  books,  forms, 
and  appliances  of  every  kind  needed  for  its  own  use  in  carrying  out 
its  duties  as  hereinafter  defined.  Each  bureau  shall  provide  for  the 
erection,  maintenance,  and  repair  of  all  machinery  and  tools  required 
for  its  own  use. 

Each  bureau  shall  be  charged  with  all  that  relates  to  the  equipment 
of  ships,  according  to  its  allowance  list  from  time  to  time  in  force. 

All  work  done  by  one  bureau  for  another  bureau,  including  the  con- 
struction of  public  works,  shall  be  done  by  the  former  to  the  satisfac- 
tion of  the  latter,  and  such  work  shall  at  all  times  be  open  to  the 
inspection  of  the  bureau  for  which  it  is  done. 

Each  bureau  shall  inspect  all  material  for  its  use  so  far  a,s  relates  to 
questions  of  acceptance  of  manufactured  or  purchased  articles. 

Plans  of  all  buildings  and  of  all  public  works  under  the  cognizance 
of  the  Navy  Department,  except  wireless  telegraph  stations  and 
floating  diy  docks,  shall  be  prepared  by  the  Bureau  of  Yards  and 
Docks  and  approved  in  every  case  by  the  bureau  concerned,  and  their 
design  and  internal  arrangements  mutually  agreed  upon  before  the 
work  is  commenced.  When  the  buildings  or  other  public  works  are 
completed  they  shall  be  so  reported  ana  finally  turned  over  to  the 
occupancy,  care,  and  control  of  the  bureaus  concerned. 

Each  bureau  shall  estimate  for  and  defrajr  from  its  own  funds  the 
cost  necessaiy  to  carry  out  its  duties  as  hereinafter  defined. 

Bureau  of  Navigation. — (1)  The  duties  of  the  Bureau  of  Naviga- 
tion shall  comprise  the  issue,  record,  and  enforcement  of  the  orders 
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of  the  Secretary  to  the  individual  officers  of  the  navy;  the  training 
and  education  of  line  oflicers  and  of  enlisted  men  (except  of  the  Hos- 
pital Corps)  at  schools  and  stations  and  in  vessels  maintained  for 
that  purpose;  the  supervision  and  control  of  the  Naval  Academy, 
technical  schools  for  line  officers  (not  including  the  Naval  War  Col- 
lege), the  apprentice  seamen  estabHshment,  schools  for  the  technical 
eJucation  of  enlisted  men,  and  the  naval  home  at  Philadelphia,  Pa.; 
the  maintenance  and  repair  of  the  Naval  War  College ;  the  enUstment, 
assignment  to  duty,  and  discharge  of  all  enlisted  persons;  and  the 
preparation  of  estimates  for  the  pajr  of  all  oflicers  and  enUsted  men. 

(2)  It  shall  have  under  its  direction  all  rendezvous  and  receiving 
ships,  and  shall  provide  transportation  for  all  enhsted  persons  under 
its  cognizance. 

(3)  It  shall  establish  the  complements  of  all  ships  in  commission. 

(4)  It  shall  keep  the  records  of  service  of  all  officers  and  men,  and 
shall  prepare  an  annual  navy  register  for  publication,  embodying 
therein  data  as  to  fleets,  squadrons,  and  ships,  which  shall  be  fur- 
nished by  the  Aid  for  Operations. 

(5)  It  shall  be  charged  with  all  matters  pertaining  to  applications 
for  appointments  and  commissions  in  the  navy  and  with  the  prepara- 
tion or  such  appointments  and  commissions  for  signature. 

(6)  It  shall  be  charged  with  the  preparation,  revision,  and  enforce- 
ment of  all  regulations  governing  uniform,  and  with  the  distribu- 
tion of  all  orders  and  regulations  of  a  general  or  circular  character. 

(7)  Questions  of  naval  discipline,  rewards,  and  punishments  will 
be  submitted  by  this  bureau  for  the  action  of  the  Secretary  of  the 
Navy.  The  records  of  all  general  courts-martial  and  courts  of 
inquiry  involving  the  personnel  of  the  navy  shall,  before  final  action, 
be  referred  to  this  bureau  for  comment  as  to  disciplinary  features. 

(8)  It  shall  receive  and  bring  to  the  attention  of  the  Secretary  of 
the  Navy  all  applications  from  officers  for  dut}'-  or  leave. 

(9)  It  shall  receive  all  reports  of  services  performed  by  individual 
officers  or  men. 

Bureau  oi  Equipment — The  duties  of  the  Bureau  of  Eq^uipment 
shall  inclucfe  all  that  relates  to  the  supply  of  ships  with  navigational 
outfits,  including  instruments,  and  witn  the  mamtenance  and  repair 
of  the  same. 

(2)  It  shall  have  charge  of  the  Naval  Observatory  and  Nautical 
Almanac. 

(3)  It  shall  have  charge  of  the  Hydrographic  Office,  the  duties  of 
which  office  shall  include  charge  of  the  compass  office,  the  collection 
of  foreign  surveys,  publication  and  supply  of  charts,  sailing  directions, 
and  nautical  works,  and  the  dissemination  of  nautical,  hydrographic, 
and  meteorological  information  to  the  navy  and  mercantile  marme. 

(4)  It  shall  have  charge  of  all  ocean  ana  lake  surveys. 

(5)  It  shall  have  charge  of  sliips*  and  crews'  libraries. 

(6)  It  shall  defray  the  expense  of  pilotage  of  all  ships  in  commis- 
sion. 

(Note. — In  the  event  that  the  Bureau  of  Equipment  is  abolished 
by  law,  all  of  the  duties  assigned  above  to  the  oureau  shall  be  com- 
bined under  the  Hydrographic  Office,  the  latter  office  being  subor- 
dinated to  the  Bureau  of  Navigation.) 

Bureau  of  Medicine  and  Surgery, — (1)  The  Bureau  of  Medicine  and 
Surgery  shall  have  charge  of  all  hospitals  and  of  the  force  employed 
there;  it  shall  advise  with  respect  to  all  questions  connected  with  the 
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hygiene  and  sanitation  affecting  the  service  and,  to  this  end,  shall 
have  opportunity  for  necessary  inspection;  it  shall  provide  for 
physical  examinations;  it  shall  pass  upon  the  competency,  from  a 
professional  standpoint,  of  all  men  in  the  Hospital  Corps  for  enlist- 
ment and  promotion,  by  means  of  examinations  conducted  under  its 
supervision  or  under  forms  prescribed  by  it;  it  shall  have  information 
as  to  the  assignment  and  auties  of  all  enlisted  men  of  the  Hospital 
Corps;  it  shafl  recommend  to  the  Bureau  of  Navigation  the  comple- 
ment of  medical  officers  and  hospital  corps  for  hospital  ships;  and 
shall  have  power  to  appoint  and  remove  all  nurses  in  the  Nurse 
Corps  (female),  subject  to  the  approval  of  the  Secretary  of  the  Navy. 

(2)  Except  as  otherwise  provided  for,  the  duties  of  the  Bureau  of 
Medicine  and  Surgery  shall  comprise  all  that  relates  to  medical  supply 
depots,  medical  laboratories,  naval  hospitals,  dispensaries,  technical 
schools  for  the  Medical  and  Hospital  Corps  and  the  Nurse  Corps 
(female). 

(3)  It  shall  approve  the  design  of  hospital  ships  in  so  far  as  relates 
to  their  efficiency  for  the  care  of  the  sicK  and  wounded. 

(4)  Except  as  otherwise  provided,  it  shall  equip,  maintain,  and 
repair  all  the  buildings  constructed  for  its  own  purposes  outside  the 
limits  of  navy-yards,  and  shall  be  charged  with  the  preservation  of 
the  public  property  under  its  control. 

(5)  It  shall  require  for  all  supplies,  medicines,  and  instruments 
used  in  the  Medical  Department  of  the  navy.  It  shall  have  control 
of  the  preparation,  reception,  storage^  care,  custody,  transfer,  and 
issue  of  all  suppUes  of  every  kind  used  in  the  Medical  Department  for 
its  own  purposes. 

Bureau  of  Yards  and  Docks, — (1)  The  duties  of  the  Bureau  of 
Yards  and  Docks  shall  include  all  that  relates  to  the  design,  specifica- 
tions, construction,  inspection,  maintenance,  and  repair  of  all  pubUc 
works  under  the  cognizance  of  the  Navy  Department,^  with  such 
exceptions  as  are  hereafter  specified  in  this  article.  Subject  to  the 
provisions  of  article  3,  paragraph  13,  it  shall  prepare  the  plans  and 
make  the  estimates  for  all  public  works,  except  wireless  telegraph 
stations  and  floating  dry  docKs. 

(2)  Any  public  work  located  at  the  Naval  War  College,  Naval 
Academy,  training  stations,  torpedo  station,  proving  ground,  maga- 
zines, hospitals,  wireless  stations,  and  coaling  stations,  or  elsewhere 
outside  of  navy-yards,  shall  be  maintained  and  repaired  by  the  bureau 
using  it,  except  that  public  works  at  the  Naval  War  College  shall  be 
maintained  and  repaired  by  the  Bureau  of  Navigation.  But  when 
repairs  thereto  cover  material  additions  involving  new  construction, 
the  matter  will  be  referred  to  the  commandant  of  the  naval  station 
within  the  limits  of  whose  command  such  public  work  may  Ue,  and 
that  officer  will,  in  his  discretion,  direct  the  civil  engineer  under  his 
command  to  perform  such  service  in  relation  to  the  design,  specifi- 
cations, contract,  or  inspection,  or  all  of  them,  as  may  be  necessary. 

(3)  The  design  of  the  machinery  of  power  plants  and  mechanical 
coaling  plants  and  the  details  of  the  installation  thereof  shall  be  sub- 
ject to  the  approval  of  the  Bureau  of  Steam  Engineering.  The  design 
of  all  coaling  plants  shall  be  subject  to  the  approval  of  the  Secretary 
of  the  Navy  as  to  military  requirements.  Power  plants  and  mechan- 
ical coaling  plants,  when  completed,  shall  be  turned  over  to  the 
Bureau  of  Steam  Engineering  for  operation,  such  operation  including 
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the  providing  of  all  labor  and  supplies  connected  with  the  generation 
and  transmission  of  power,  light,  and  heat,  and  with  the  handling  of 
coal. 

(4)  It  shall  require  for  and  repair  all  furniture  for  all  buildings  in 
navy-jards  and  at  naval  stations,  but  not  at  points  excepted  in 
paragraph  2  of  this  article. 

(5)  It  shall  have  charge,  at  navy-jards  and  stations,  of  all  land- 
infifs,  derricks,  shears,  cranes,  sewers,  dredging,  railway  tracks  and 
rolling  stock,  trucks  and  road  vehicles,  gradmg,  paving,  walks,  shade 
trees,  inclosure  walls  and  fences,  ditching,  reservoirs,  cisterns,  fire 
engines  and  apparatus,  and  flags  and  awnings,  and  shall  provide  the 
above  or  require  for  all  matericd  and  articles  necessary  therefor,  and 
shall  pay  for  watchmen  and  shipkeepers,  care  of  grounds,  and  for 
the  protection  of  public  property  therein;  but  the  provisions  of  this 
paragraph  shall  not  apply  at  stations  excepted  in  paragraph  2  of 
this  article. 

(6)  It  shall  require  for  the  furniture,  stationery,  blank  books  and 
forms,  and  provide  the  clerical  force,  messengers,  and  laborers  neces- 
sary for  the  offices  of  the  commandant,  captain  of  the  yard,  and  civil 
engineer  of  navy-yards  and  defray  the  cost  of  the  same. 

(7)  It  shall  provide  the  live  stock  and  motor  vehicles  required  for 
all  purposes  at  navy-yards,  their  subsistence  and  care,  and  the 
necessary  employees  for  the  same. 

(8)  The  responsibilities  of  the  several  bureaus  laid  down  in  these 
regulations  in  regard  to  pubhc  works  are  summarized  in  the  following 
table: 

Table  showing  responsibility  far  public  work. 


Name  of  pnblio  work. 


Designs  and 

prepares 
specifications. 


Bureaa  which— 


Is  consulted 
in  regard  to 
design  and 
has  right  of 
inspection. 


Constructs 
or  superin- 
tends. 


Repairs  and 
maintains.^ 


Operates. 


Buildings  at  yards 

Public  works  at^ 

Naval  WarCoUege 

Naval  Academy 

Training  stations 

Torpedo  station 

Proving  ground 

Magazines 

Hospitals 

Wireless  stations 

Elsewhere  outside  yards 

Coaling  plants  not  at  vards 

Coaling  plants  at  yards *. 

Power  plants  at  navy-yards 

Stationary  dry  docks 

Floating  dry  aocks,  hull 

Floating  dry  docks,  machinery. . 


Y.  andD. 

Y.andD.. 
Y.andD.. 
Y.andD.. 
Y.andD.. 
Y.andD.. 
Y.andD.. 
Y.andD.. 

8.E 

Y.andD.. 
Y.and  D.. 
Y.andD.. 
Y.andD.. 
Y.andD.. 
C.andR.. 
8.E 


Bu.conc.. 


Nav , 

Nav 

Nav 

Ord 

Ord 

Ord , 

M.  and  8. , 


Bu.conc.. 

S.E 

8.E 

S.E 

C.andR.. 


C.andR. 


Y.andD. 

Y.andD.. 
Y.andD.. 
Y.andD.. 
Y.andD.. 
Y.andD.. 
Y.andD.. 
Y.andD,. 

S.E 

Y.andD.. 
Y.andD.. 
Y.andD.. 
Y.andD.. 
Y.andD.. 
C.andR.. 
S.E 


Y.  and  D . 

Nav 

Nav 

Nav 

Ord 

Ord 

Ord 

M.andS.. 

S.E 

Bu.oonc.., 

S.E 

Y.andD.. 
Y.andD.. 
Y.and  D.6 
C.and  R.. 
S.E 


Bu.oono. 

Nav. 

Nav. 

Nav. 

Ord. 

Ord. 

Ord. 

M.  and  B. 

8.E. 

Bu.oana 

S.E. 

S.E. 

S.E. 

C.andR. 

C.andR. 

8.E. 


•  Repairs  involving  new  construction  subject  to  paragraph  2l 
&  Cared  for  by  Construction  and  Repair. 

Bureau  of  Ordnance. — ^The  duties  of  the  Bureau  of  Ordnance  shall 
comprise  the  supervision  and  control  of  the  Naval  Gun  Factory, 
torpedo  station,  naval  proving  ground,  and  magazines  on  shore, 
together  with  all  that  relates  to  the  design  and  manufacture  of  offen- 
sive and  defensive  arms,  mounts,  and  apparatus  (including  torpedoes) 
and  all  armor,  ammunition,  and  war  explosives. 
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(2)  It  shall  determine  the  interior  dimensions  of  revolving  turrets 
and  their  reauireinents  as  regards  rotation. 

(3)  It  shall,  as  the  work  proceeds,  inspect  the  installation  of  the 
permanent  fixtures  of  the  armament  and  its  accessories  on  board 
ship,  including  fire-control  installations  and  battle  order  and  range 
transmitters  and  indicators,  and  the  methods  of  stowing,  handling, 
and  transporting  ammunition  and  torpedoes,  all  of  which  work  shcul 
be  performed  to  its  satisfaction.  It  shall  design  and  construct  turret 
ammunition  hoists,  determine  the  requirements  of  all  ammunition 
hoists,  and  the  method  of  construction  of  armories  and  ammunition 
rooms  on  shipboard,  and,  in  conjunction  with  the  Bureau  of  Con- 
struction and  Repair,  determine  upon  their  location  and  that  of  the 
ammunition  hoists.  It  shall  control  the  installation  of  all  parts  of 
the  armament  and  its  accessories  which  are  not  permanently  attachexl 
to  any  portion  of  the  structure  of  the  hull,  excepting  turret  guns, 
turret  mounts,  and  ammunition  hoists,  and  such  other  mounts  as 
may  require  simultaneous  structural  work  in  connection  with  instal- 
lation or  removal,  and  except  such  power  apparatus  as  is  placed  by 
these  regulations  under  the  cognizance  of  the  JBureau  of  Steam  Engi- 
neering. It  shall  confer  with  the  Bureau  of  Construction  and  Repair 
respecting  the  arrangements  for  centering  the  turrets  and  the  charac- 
ter of  the  roller  paths  and  their  supports,  and  with  the  Bureau  of 
Steam  Engineering  respecting  the  design  and  installation  of  the  power 
apparatus  under  the  cognizance  of  that  bureau  employed  for  the  oper- 
ation of  devices  under  the  cognizance  of  the  Bureau  of  Ordnance. 

(4)  It  shall  have  cognizance  of  all  ammunition  hoists,  rammers,  and 
gun-elevating  gear  in  turrets,  of  range  finders,  of  training  and  ele- 
vating gear  for  gun  mounts  not  in  turrets,  and  of  air  compressors  for 
charging  torpedoes  when  not  directly  connected  to  the  driving  mech- 
anism, except  so  far  as  power  apparatus  is  placed  under  the  cogni- 
zance of  the  Bureau  of  Steam  Engineering  by  other  articles  of  these 
regulations. 

Bureau  of  Construction  and  Revair. — (1)  The  duties  of  the  Bureau 
of  Construction  and  Repair  shall  comprise  the  responsibility  for  the 
structural  strength  of  all  ships  and  floating  dry  docks  built  for  the 
navy;  and,  except  as  otherwise  provided  for  m  regard  to  military 
features  of  design,  all  that  relates  to  the  designing,  Duilding,  fitting, 
and  repairing  of  the  hulls  of  ships  and  floatmg  dry  docks,  turrets, 
spars,  and  ventilating  apparatus,  except  such  parts  thereof  as  are 
under  the  Bureau  of  Steam  Engineering;  and,  after  consultation  with 
the  Bureau  of  Ordnance,  and  in  accordance  with  the  requirements 
thereof  as  determined  by  that  bureau,  the  designing,  constructing, 
and  installing  of  independent  ammunition  hoists  and  the  installing 
of  the  permanent  fixtures  of  all  other  anmumition  hoists  and  their 
appurtenances;  the  placing  and  securing  of  armor;  the  placing  and 
securing  on  board  ship,  to  the  satisfaction  of  the  Bureau  or  Ordnance, 
of  the  permanent  fixtures  of  the  armament  and  accessories  as  manu- 
factured and  supplied  by  that  bureau;  the  instaUing  of  the  turret 
guns,  turret  mounts,  and  ammunition  hoists,  and  of  such  other 
mounts  as  require  simultaneous  structural  work  in  connection  with 
installation  or  removal;  the  supplying  and  fitting  of  rope,  cordage, 
rigging,  sails,  awnings  and  other  canvas,  and  flags  and  bunting;  and 
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the  supplying,  installing,  and  repairing  of  galley  ranges,  steam  cookers, 
and  otner  permanent  galley  fittings,  such  permanent  fittings  to  be  to 
the  satisfaction  of  the  Bureau  of  Supplies  and  Accounts.  The  Bureau 
of  Construction  and  Repair  shall  also,  after  conference  with  the 
Bureau  of  Ordnance,  design  the  arrangements  for  centering  the  turrets 
and  the  character  of  the  roller  patli^  and  their  supports,  and  shall 
furnish  that  bureau  every  opportunity  to  inspect  the  installation  on 
board  ship  of  all  permanent  fixtures  or  the  armament  and  accessories 
supplied  by  the  latter.  All  work  under  the  Bureau  of  Construction 
and  Repair  in  connection  with  the  application  of  power  to  machinery 
under  its  cognizance  shall  be  performed  after  consultation  and 
agreement  with  the  Bureau  of  Steam  Engineering. 

(2)  With  the  exception  of  the  driving  power,  it  shall  have  cogni- 
zance of  all  turret-turning  machinery  and  all  ammunition  hoists 
(except  turret  hoists),  the  same  to  conform  to  the  requirements  of 
the  Bureau  of  Ordnance  as  to  power,  speed,  and  control.  It  shall  also 
have  cognizance  of  boat  cranes,  except  the  driving  power  thereof,  of 
hand  pumps  not  in  the  engine  or  fixe  rooms,  and  of  power  boats, 
except  the  motive  power  of  the  latter. 

(3)  It  shall  install,  to  the  satisfaction  of  the  Bureau  of  Steam  Engi- 
neering, all  conduit  and  molding  or  other  means  for  carrying  electric 
wiring,  and  all  steam  heating  apparatus  outside  the  en^e  and  fire 
rooms.  It  shall  supply  and  install  all  voice  tubes  and  mechanical 
signal  communication,  the  work  in  all  cases  to  be  done  to  the  satis* 
faction  of  the  bureau  which  will  use  the  apparatus. 

(4)  It  shall  have  chaise  of  the  docking  of  ships. 

(5)  It  shall  consult  with  the  Bureau  of  Yards  and  Docks  in  regard 
to  the  design  of  all  stationary  dry  docks;  it  shall  care  for  and  operate 
all  stationary  dry  docks;  it  shall  design,  construct,  operate,  repair, 
clean,  and  maintain  all  floating  dry  docks,  except  the  power  plants 
thereof. 

(6)  It  shall  design,  install,  maintain,  and  repair  the  steering  gear, 
with  the  exception  of  the  steering  engine. 

Bureau  of  IS  team  Engineering. — (1)  The  duties  of  the  Bureau  of 
Steam  Engineering  shall  comprise  all  that  relates  to  the  designing, 
building,  fitting  out,  and  repairing  of  machinery  used  for  the  pro- 
pulsion and  handling  of  ships,  floating  dry  dockB,  and  power  boats, 
and  also  of  driving  machinery  for  all  power-driven  machines  under 
the  cognizance  of  other  bureaus;  all  steam  pimips,  distilling  appa- 
ratus, refrigerating  apparatus,  anchors,  and  cables;  all  steam  con- 
nections of  ships  (except  steam  heaters  outside  of  the  engine  and 
fire  rooms) ;  and  all  capstans,  windlasses,  and  steering  engines. 

(2)  It  shall  have  charge  of  the  design,  installation,  maintenance, 
and  repair  of  all  electric  lighting  apparatus  and  of  all  electric, 
hydraulic,  pneumatic,  and  other  power  appliances  of  whatsoever 
nature  on  ooard  ship.  Where  such  appliances  furnish  power  for 
the  use  of  another  bureau  the  desi^,  installation,  and  methods  of 
application  shall  be  made  to  the  satisfaction  of  that  bureau.  Where 
power-driving  machinery  is  direct  connected  to  the  machinery  which 
it  drives  the  entire  machine  shall  be  imder  the  cognizance  of  the 
Bureau  of  Steam  Engineering,  but  its  design  and  installation  shall 
be  made  to  the  satisfaction  of  such  other  bureau  as  may  use  it.    It 
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shall  have  charge  of  the  design,  manufacture,  installation^  main- 
tenance, and  repair  of  interior  and  exterior  electric  signal  commimi- 
cations.  It  shall  connect  up  and  test  all  electrical  work,  and  shall 
run  all  electric  wiring. 

(3)  It  shall  have  chaise  of  the  design,  manufacture,  installation, 
maintenance,  repair,  and  operation  of  wireless-telegraph  outfits  on 
board  ship,  and  of  wireless-telegraph  outfits  and  stations  on  shore. 

(4)  It  shall  design,  construct,  install,  maintain,  repair,  and  operate 
the  power  plants  and  machinery  of  all  floating  dry  docks;  but  the 
design  shall  be  made  after  agreement  with  the  Bureau  of  Construc- 
tion and  Repair. 

(5)  It  shall  operate  all  mechanical  coaling  plants,  whether  at  a 
navy-yard  or  elsewhere,  and  shall  pass  upon  the  operating  features 
of  all  plans  for  the  construction  of  sucn  plants  prepared  by  the 
Bureau  of  Yards  and  Docks.     It  shall  inspect  all  coal  for  the  fleet. 

(6)  It  shall,  before  work  is  begun  thereon,  approve  the  design  and 
specifications  of  the  machinery  for  power  plants  at  navy-yards  and 
stations  prepared  by  the  Bureau  of  Yards  and  Docks,  which  design 
and  specifications,  together  with  the  details  of  the  installation  of 
such  machinery,  shall  be  made  to  the  satisfaction  of  the  Bureau  of 
Steam  Engineering.  When  such  plant  is  completed  it  shall  be 
turned  over  to  the  Bureau  of  Steam  Engineering  for  operation,  such 
operation  including  the  providing  of  labor  ana  supplies  connected 
with  the  generation  and  transmission  of  power,  light,  and  heat.  All 
power,  light,  and  heat  used  in  navy-yards,  when  not  supplied  from 
outside  sources,  shall  be  furnished  by  the  yard  power  plant,  and  shall 
be  paid  for  by  the  several  bureaus  using  the  same,  as  the  department 
may  direct. 

(7)  It  shall  have  supervision  and  control  of  the  engineering  experi- 
ment station. 

Bureau  of  Supplies  and  Accounts, — Section  of  supplies:  (1)  The 
duties  of  the  section  of  supplies  of  the  Bureau  of  Supplies  and  Accounts 
shall  comprise  all  that  relates  to  the  purchase,  reception,  storage, 
care,  custody,  transfer,  shipment,  and  issue  of  all  suppUes,  including 
coal  and  water  for  the  naval  establishment,  and  the  keeping  of  prop- 
erty accounts  for  the  same,  except  supplies  for  the  Marine  Corps, 
and  except  the  reception,  storage,  care,  custody,  transfer,  property 
accounts,  and  issue  of  medical  supplies*  and  requiring  for,  pre- 
paring, or  manufacturing  of  provisions,  clothing,  and  small  stores; 
and  tne  requiring  for  material  under  the  naval  supply  fund. 

(2)  It  shall  supply  all  stationery,  blank  books,  and  forms  used  in 
the  rendition  of  property  or  money  accounts. 

(3)  The  cost  or  supplies  purchased  by  the  Bureau  of  Supplies  and 
Accounts  for  other  bureaus  or  branches  of  the  naval  estaDlishment 
shall  be  defrayed  out  of  the  appropriations  provided  therefor  by 
law  coming  under  the  cognizance  of  those  bureaus  or  branches. 

(4)  It  shall  provide  mess  outfits  and  portable  galley  equipments 
and  shall  approve  the  character  and  type  of  permanent  galley  nttings, 
Buch  as  ranges,  boilers,  steam  cookers,  bake  ovens,  and  like  utensils. 

(5)  The  custody  of  coal  for  the  naval  establishment  with  which 
this  bureau  is  charged  shall  extend  to  that  stored  in  mechanical 
coaling  plants  operated  by  the  Bureau  of  Steam  Engineering.  Coal 
used  by  other  bureaus  shall  be  issued  thereto  by  the  Bureau  of  Sup- 
pUes and  Accounts,  which  shall  also  be  charged  with  all  matters 
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Sertaining  to  the  transportation  thereof,  except  where  naval  aux- 
iary  ships  are  employed. 

Section  op  accounts:  The  duties  of  the  section  of  accounts  of 
the  Bureau  of  Supplies  and  Accounts  shall  comprise  all  that  relates 
to  the  supply  of  funds  tqr  disbursing  officers,  the  payment  for  articles 
and  services  for  which  contract  or  agreement  has  been  made  by  the 
proper  authoritjr,  and  the  keeping  of  the  monev  accounts  in  the  naval 
establishment,  mcluding  accounts  of  all  manufacturing  and  operating 
expense  at  the  navy-yards  and  stations. 
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DECISION  OF  ATTORNEY-GEWERAl  REGAEDHfO  "THE  PRO- 
POSED CHANGES  IN  THE  REGULATIONS  FOR  THE  GOVERN- 
MENT OF  THE  NAVY,  EDITION  OF  1909." 

DEPARTMENT  OP  JUSTICE, 
Washington,  D.  C,  October  27,  1908. 
The  Secretary  of  the  Navy. 

Sir:  I  have  made  a  careful  exaniination  of  "the  proposed  changes 
in  the  Regulations  for  the  Government  of  the  Navy,  edition  of  1909," 
transmitted  to  me  with  your  letter  of  October  15,  1909,  with  the 
request  that  you  be  furnished  with  an  opinion  as  to  whether  these 
changes  ma}^  be  made  by  executive  order  and  without  change  in 
existing  laws,  and  if  it  should  be  found  that  any  of  the  proposed 
changes  contravene  existing  law,  that  you  be  informed  what  mooifica-- 
tions  are  necessary  to  make  them  accord  \sdth  the  statutes. 

The  paper  submitted  to  you  by  the  board  appointed  by  you, 
**to  consider  the  question  of  the  organization  of  the  Navy  Department, 
and  what  changes  should  be  made,  if  any;  first,  to  improve  the 
efficiency  of  the  naval  service;  second,  to  insure  economy  in  expendi- 
tures; and,  third,  to  simplify  the  administration  of  business,  having 
always  in  mind  efliciency  and  economy,"  is  properly  styled  "Report 
of  a  board  in  the  organization  of  the  Navy  Department.  It  submits 
"changes  recommended  in  organization  without  legislation."  These 
changes  of  former  regulations  are  of  a  radical  nature.  The  report 
proposes  a  complete  plan  or  system  of  organization  and  administra- 
tion in  many  respects  different  from  that  now  in  operation.  The 
questions  presented  to  me  involve  the  determination  as  to  whether 
tnis  system  can  be  carried  out  by  direction  of  the  President,  without 
further  legislation. 

By  the  twelfth  and  thirteenth  clav'^'^s  of  section  8,  article  1,  of  the 
Constitution,  Congress  is  granted  power  "to  provide  and  maintain  a 
navy;"  and  "to  make  rules  for  the  government  and  regulation  of  the 
land  and  naval  forces." 

The  Department  of  the  Navy  was  not  established  until  the  act  of 
April  30,  1798.  The  duty  of  the  Secretary  was  "to  execute  such 
orders  as  he  shall  receive  from  the  President  of  the  United  States, 
relative  to  the  procurement  of  naval  stores  and  materials  and  the 
construction,  armament,  equipment,  and  employment  of  vessels  of 
war  as  well  as  all  other  matters  connected  with  the  naval  establishment 
of  the  United  States." 

The  first  ''act  for  the  government  of  the  navy"  was  approved 
March  2,  1799  (1  Stat.,  709).  This  was  repealed  and  superseded  by 
the  act  of  April  30,  1800  (2  Stat.,  45),  These  statutes  were  the 
establishment  of  articles  for  the  government  of  the  navy  and  did  not 
affect  the  administration  of  the  naval  establishment. 

Congress  subsequently,  by  various  acts,  provided  for  commissioners 
authorized  to  prepare  regulations  to  be  approved  by  the  President  and 
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sanctioned  by  Congress.  By  a  general  order  of  the  President,  as 
"Executive  of  the  United  States, '  on  February  15, 1853,  "a  system 
of  orders  and  regulations*'  was  issued  and  ordered  to  be  adopted  as 
the  established  rules  of  naval  service.  Mr.  Attorney-General  Gushing 
(6  Op.,  10)  held  that  the  President  was  without  constitutional  author- 
ity to  make  this  order,  either  as  Executive  or  Commander  in  Chief; 
that  it  was  the  exercise  of  legislative  power;  and  that  it  could  have  no 
legality  unless  or  until  sanctioned  by  Congress,  either  by  previous 
authorization  or  by  subseauent  enactment.  Mr.  dishing  referred  to 
the  army  regulations  whicn  had  been  sanctioned  by  the  act  of  1816, 
subject  to  such  alterations  as  the  Secretary  of  War  might  direct. 

The  provisions  of  the  statutes  relating  to  the  organization  and 
administration  of  the  navy  are  the  following  sections  of  the  Revised 
Statutes: 

Sec.  415.  There  ehaU  be  at  the  seat  of  government  an  executive  department,  to 
be  known  at  the  Department  of  the  Navy,  and  a  Secretary  of  the  Navy,  who  shall  be 
the  head  thereof. 

Sec  417.  The  Secretary  of  the  Navy  shall  execute  such  orders  as  he  shall  receive 
from  the  President  relative  to  the  procurement  of  naval  stores  and  materials  and 
the  construction,  armament,  equipment,  and  employment  of  vessels  of  war,  as  well 
as  all  other  matters  connected  with  the  naval  establishment. 

Sec.  419.  The  business  of  the  Department  of  the  Navy  shall  be  distributed  in  such 
manner  as  the  Secretary  of  the  Navy  shall  judge  to  be  expedient  and  proper  among 
l^e  following  bureaus: 

First.  A  Bureau  of  Yards  and  Docks. 

Second.  A  Bureau  of  Equipment  and  Recruiting. 

Third.  A  Bureau  of  Navigation. 

Foiulh.  A  Bureau  of  Ordnance. 

Fifth.  A  Bureau  of  Construction  and  Repair. 

Sixth.  A  Bureau  of  Steam  Engineering. 

Seventh.  A  Bureau  of  Provisions  and  Clothing. 

Eighth.  A  Bureau  of  Medicine  and  Surgery. 

Sec  420.  The  several  bureaus  shall  retain  the  charge  and  custody  of  the  books  of 
records  and  account^^  pertaining  to  their  respective  duties;  and  all  of  the  duties  of  the 
bureaus  shall  be  performed  under  the  authority  of  the  Secretary  of  the  Navy,  and 
their  orders  shall  be  considered  as  emanating  from  him,  and  snail  have  full  force 
and  effect  as  such. 

Sec  421.  The  chiefs  of  the  several  bureaus  in  the  Department  of  the  Navy  shsill 
be  appointed  by  the  President,  by  and  with  the  advice  and  consent  of  the  Senate, 
from  the  classes  of  officers  mentioned  in  the  next  five  sections,  respectively,  or  from 
officers  having  the  relative  rank  of  captain  in  the  staff  corps  of  the  navy,  on  the 
active  list,  ana  shall  hold  their  offices  for  the  term  of  four  years. 

(Note. — The  manner  of  the  appointment  of  the  chiefs  of  bureaus 
was  designated  in  the  next  five  sections  of  the  Revised  Statutes.) 

Sec  430.  All  estimates  for  specific,  general,  and  contingent  expenses  of  the  depart- 
ment, and  of  the  several  bureaus,  shall  be  furnished  to  the  Secretary  of  the  Navy 
by  the  chiefs  of  the  respective  bureaus. 

Sec  3666.  The  estimates  for  expenditures  required  by  the  Department  of  the 
Navy  for  the  following  purposes  shall  be  given  in  detail,  and  the  expenditures  made 
under  appropriations  therefor  shall  be  accounted  for  so  as  to  show  the  disbursements 
of  each  bureau  under  each  respective  appropriation. 

(The  ''purposes"  are  set  out,  but  it  is  not  necessary  to  copy  them 
entire.) 

Sec.  3676.  All  appropriations  for  apecific,  general,  and  contingent  txpensefl  of  the 
Navy  Department  shall  be  under  the  control  and  expended  by  the  direction  of  the 
Secretary  of  the  Navy,  and  the  appropriation  for  each  bureau  shall  be  kept  separate 
in  the  Treasury. 

Sections  419,  420,  421,  and  430  are  taken  from  the  act  of  July  6, 
1842,  "An  act  to  reorganize  the  Navy  of  the  United  States." 
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It  is  significant  and  pertinent  to  this  inquiry  that  the  powers  vested 
in  the  Secretary  of  the  Navy  are  of  more  than  usual  extent.  Thus, 
for  instance,  in  the  organization  of  the  army,  the  statutes  define  the 
duties  of  the  chiefs  of  bureaus  (or  departments,  as  they  are  styled), 
such  as  the  Quartermaster,  the  Commissary,  the  Ordnance  officers, 
etc.  In  the  navy,  while  the  different  bureaus  and  the  manner  of 
appointments  of  chiefs  of  bureaus  are  established  by  law,  the  descrip- 
tions and  distribution  of  the  duties  performed  in  each  bureau  are 
left  to  the  discretion  and  authority  of  the  Secretary,  with  the  approval 
of  the  President. 

To  obviate  the  objection  that  the  exercise  of  this  power  was  l^is- 
lative  and  was  exclusively  granted  to  Congress  by  the  Constitution, 
the  act  of  July  14,  1863,  carried  into  and  adopted  in  section  1547, 
Revised  Statutes,  provided: 

The  orders,  regulationB,  and  inBtructions  issued  by  the  Secretary  of  the  Navy  prior 
to  July  14, 1862,  with  such  alterations  as  he  may  have  since  adoptea,  with  the  approval 
of  the  President,  shall  be  recognized  as  the  regulations  of  the  navy,  subject  to  altera- 
tions adopted  in  the  same  manner. 

The  regulations  thus  recognized  were  the  regulations  of  1876. 
Since  then  several  revisions  and  amendments  have  been  made  to 
these,  conformably  to  this  statutory  authority.  The  r^ulations  now 
In  force  are  the  regulations  of  1909,  with  certain  changes  made  by 
general  orders. 

The  force  and  effect  of  regulations  made  by  the  heads  of  depart- 
ments, with  the  approval  of  the  President,  have  been  decided  in 
many  cases  by  the  courts.  In  Ex  parte  Kollock  (165  U.S.,  326),  where 
Kollock  had  been  indicted  for  violation  of  the  oleomargarine  laws  by 
seUing  the  commodity  in  packages  not  marked  as  required  by  the 
regulations  of  the  Commissioner  of  Internal  Revenue,  approved  by 
the  Secretary  of  the  Treasury,  and  it  was  claimed  that  the  statute 
was  invaUd  because  the  power  to  determine  what  acts  shall  be  crim- 
inal is  legislative,  the  court  (p.  533)  said: 

We  agree  that  the  courts  of  the  United  States,  in  determining  what  constitutes  an 
offense  against  the  United  States^  must  resort  to  the  statutes  of  the  United  States, 
enacted  in  pursuance  of  the  Constitution.  But  here  the  law  required  the  packages  to 
be  marked  and  branded ;  prohibited  the  sale  of  packages  that  were  not;  and  prescribed 
the  punishment  for  sales  in  violation  of  its  provisions:  while  the  regulations  simply 
described  the  particular  marks,  stamps,  and  orands  to  be  used.  The  criminal  offense 
is  fully  and  completely  defined  by  the  act  and  the  designation  by  the  commissioner  of 
the  particular  marks  and  brands  to  be  used  was  a  mere  matter  of  detail.  The  regula- 
tion was  in  execution  of,  or  supplementary  to,  but  not  in  conflict  with,  the  law  itself, 
and  was  speciiically  authorized  thereby  in  effectuation  of  the  legislation  which  created 
the  offense.  We  think  the  act  not  open  to  the  objection  uiged  and  that  it  is  disposed 
of  by  previous  decisions.  (United  States  v,  Bailey,  9  Pet.,  238;  United  States  ». 
Eaton,  144  U.  S.,  677;  Caha  v.  United  States,  152  U.  S.,  211.) 

Commenting  upon  this  case,  Beatty,  D.  J.,  in  United  States  v. 
Dastervignes  (118  Fed.  Rep.,  199,  201),  clearly  states  the  rule  estab- 
lished by  the  decisions: 

The  court  reviews  cases  in  which  was  involved  the  validity  of  rules  and  regulations 
made  by  some  department  under  the  authority  of  Congress,  by  which  it  appears  that 
the  law  as  held.by  that  court  is  that  all  rules  or  regulations  issued  by  any  department 
in  pursuance  of  authority  given  it  by  Congress,  and  which  are  for  the  purpose  of 
enforcing  some  provision  or  object  which  has  been  authorized  or  defined  by  the  act 
itself,  become  a  part  of  the  law  and  are  not  in  contravention  of  the  constitution  and 
are  valid.  But  the  court  also  points  out  that  when  such  regulations  require  the  per- 
formance of  acts  not  provided  for  or  fairly  contemplated  by  the  law  or  that  are  not 
within  its  general  objects  they  are  void. 
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In  United  States  v.  Symonds  (120  U.  S.,  46, 49)  the  court  said: 

*  •  *  The  authority  of  the  Secretary  (of  the  Navy)  to  issue  orders,  regulations, 
and  instructions,  with  the  approval  of  the  President,  in  reference  to  matters  connected 
with  the  naval  establishment,  is  subject  to  the  condition  necessarily  implied,  that  iJiey 
must  be  consistent  with  the  statutes  which  have  been  enacted  by  Congress  in  reference 
to  the  navy.  He  may,  with  the  approval  of  the  President,  establiSi  regulations  in 
execution  of,  or  supplementary  to,  out  not  in  conflict  with,  the  statutes  defining  his 
powers  or  conferring  rights  upon  others.  The  contrary  has  never  been  held  by  this 
court.  What  we  now  sav  is  entirely  consistent  with  Gratiot  t?.  U.  S.  (45  U.  S.,  4  How., 
80)  and-  Ex  parte  Reed  (100  U.  S.,  13),  upon  which  the  Government  relies.  Referring 
in  the  first  case  to  certain  army  regiilations,  and  in  the  other  to  certain  navy  regula- 
tions, which  had  been  approved  by  Congress,  the  court  observed  that  they  had  thetorce 
of  law.  See  also  Smith  v,  Whitney  (116  U.  S.,  181).  In  neither  case,  however,  was  it 
held  that  such  regulations,  when  in  conflict  with  the  acts  of  Congress,  could  be  upheld. 

As  I  have  said,  the  authority  vested  in  the  Secretary  of  the  Navy, 
with  the  approval  of  the  President,  is  comprehensive  in  providing  for 
the  regulation  and  administration  of  the  naval  establishment.  The 
statutes  which  control  his  powers  have  been  referred  to.  It  is  unoues- 
tionable  that  Congress  has  intended  that  the  administration  of  anairs 
in  the  navy  should  be  through  the  bureaus  created  by  the  statutes, 
first,  of  August  31,  1842,  and,  afterwards,  of  July  6, 1868,  now  section 
419,  Revised  Statutes. 

Other  offices  have  been  created  by  law,  such  as  engineers,  chaplains, 
judge-advocates,  etc.,  with  duties  defined.  In  isolated  instances  some 
of  the  duties  of  officers  in  one  of  the  bureaus  have  been  made  the  sub- 
ject of  statutory  definition,  as  in  the  case  of  the  Hydrographic  Office 
(sees.  431,  432,  K.  S.),  which,  however,  is  also  placed  in  the  Bureau  of 
Equipment. 

But  the  business  of  the  department  ''shall  be  distributed  among 
these  bureaus."  This  language  is  mandatory.  The  manner  of  dis- 
tribution is  left  to  the  discretion  of  the  Secretary.  The  instrumen- 
tahties  through  which  he  performs  the  business  are  fixed  by  the 
statute.  Having  the  power  to  make  the  regulations,  he  can  repeal, 
modify,  or  alter  them.  Haying  the  power  to  distribute  the  business, 
he  can  change  the  distribution  and  make  new  distribution.  Subject 
to  restrictions  in  the  appropriation  acts,  as  hereinafter  mentioned,  he 
can  take  duties  from  one  bureau  and  assign  them  to  another  bureau. 
"All  the  duties  of  the  bureaus  shall  be  performed  under  the  authority 
of  the  Secretary  of  the  Navy,  and  their  orders  shall  be  considered  as 
emanating  from  him  and  have  full  force  and  effect  as  such." 

Congress  makes  appropriations  for  the  naval  service  in  recognition 
of  the  distribution  of  duties  under  section  419.  Estimates  for  all 
expenses  are  made  to  Congress  by  the  heads  of  departments.  "The 
estimates  for  specific,  general,  and  contingent  expenses  of  the  Navy 
Department  and  of  the  several  bureaus  shall  be  furnished  to  the 
Secretary  of  the  Navy  by  the  chiefs  of  the  respective  bureaus"  (sec. 
480,  R.  S.).  "All  apnropriations  for  specific,  general,  and  contin- 
gent expenses  of  the  Navy  Department  shall  be  imder  the  control 
and  expended  by  the  direction  of  the  Secretary  of  the  Navy,  and  the 
appropriation  for  each  bureau  shall  be  kept  separate  in  the  Treasury" 
(sec.  3676,  R.  S.).  In  the  appropriation  acts  tne  moneys  appropriated 
for  expenses  axe  placed  under  the  headings  of  the  different  bureaus,  in 
conformity  with  the  requirements  of  these  statutes. 

While,  therefore,  it  is  within  the  authority  of  the  Secretary  of  the 
Navy  to  make  any  changes  in  the  distribution  of  business  tnat  may 
seem  to  him  expedient  and  proper,  such  authority  must  be  exercised 
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SO  as  not  to  conflict  with  any  act  of  ConCTess.  The  grant  of  power 
by  Congress  to  distribute  the  business  of  the  department,  although 
general  and  extensive,  must  be  considered  in  connection  with  other 
statutes  in  relation  to  the  same  subject-matter.  Thus,  by  the  act 
of  June  22,  1906^  the  legislative,  executive,  and  judicial  act  (sec.  4, 
34  Stat.,  448)  it  is  provided: 

Hereafter  the  estimates  for  expenses  of  the  Government,  except  those  for  sundry 
civil  expenses,  shall  be  prepared  and  submitted  each  year  according  to  the  order  and 
arrangement  of  the  appropriation  acts  for  the  year  preceding.  And  any  changes  in 
such  order  and  arrangement  and  transfers  of  salanes  from  one  office  or  bureau  to 
another  office  or  bureau,  or  the  consolidation  of  offices  or  bureaus  desired  by  the  head 
of  any  executive  department,  may  be  submitted  by  note  in  the  estimates,  "fhe 
committees  of  Congret^,  in  reporting  general  appropriation  bills,  shall,  as  far  as  may 
be  practicable,  follow  the  general  order  and  arrangement  of  the  respective  appropria- 
tion acts  for  the  year  preceding. 

This  provision  is  general  legislation  and  applies  to  the  navy  as 
well  as  to  the  other  departments  of  the  Government.  It  affects  and 
controls  the  manner  of  making  the  estimates  and  appropriations. 
It  docs  not  interfere  with  the  authority  to  redistribute  the  matters  of 
administration  or  to  transfer  duties  from  one  bureau  to  another; 
nor  does  it  alter  the  manner  of  appropriations  for  the  different 
bureaus.  Indeed,  it  clearly  recognizes  the  authority  to  change  the 
duties  of  the  several  bureaus.  But  it  also  declares  the  manner 
in  which  changes  in  the  appropriations  shall  be  made.  This  applies 
to  specific  appropriations  made  for  disbursements  in  the  different 
bureaus. 

The  legality  in  the  proposed  changes  in  the  regulations  which  you 
submit  must  be  tested  by  these  statutes,  which  embrace  all  the  grants 
and  limitations  of  authority  of  the  Secretary  of  the  Navy. 

The  changes  proposed  in  the  existing  regulations  (of  1909)  are 
decided  and  radical.  Some  of  them  relate  to  the  transfer  of  duties 
from  one  bureau  to  another.  These  are  clearly  within  the  authority 
of  the  Secretary,  afPected  in  no  manner,  unless  by  the  provisions  of 
the  act  of  1906  (supra). 

The  proposed  regulations  embrace  a  comprehensive  system  for 
the  government  of  the  navy.  The  main  features  are  the  constitution 
of  four  divisions,  stated  as  follows: 

To  aid  tho  Secretary  in  efficiently  administering  the  affairs  of  the  Navy  Department 
the  work  thereof  shall  be  grouped  under  four  general  divisions,  as  follows: 
Division  of  operation  of  the  fleet. 
Division  of  personnel. 
Division  of  material. 
Division  of  inspection. 

Within  these  "divisions"  are  included  the  different  bureaus.  In 
each  division  is  an  aide,  "  who  shall  advise  the  Secretary  on  all  matters 

Eertaining  to  the  duties  of  the  respective  division  named,  and  shall 
ave  authority  to  transmit  orders  of  the  Secretary  to  the  various 
chiefs  of  bureaus  and  to  the  other  subordinates  of  the  department, 
signing  such  orders  'by  direction  of  the  Secretary.'"  These  aides 
are  to  form  what  is  known  as  the  Secretary's  council,  which  shall  be 
presided  over  by  the  Secretary  and  shall  be  frequently  assembled  "for 
the  presentation  and  consideration  of  the  important  business  of  the 
navv." 

If  this  plan  involved  the  creation  of  new  offices  and  the  appoint- 
ment of  new  officers  to  perform  the  business  of  the  department,  it 
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would  be  beyond  the  power  of  the  Secretary,  with  the  approval  of  the 
President,  to  make  the  regulations.  That  work  has  been  provided 
for  by  the  establishment  of  the  bureaus  and  the  appointment  by  the 
President,  under  his  constitutional  power,  of  the  officers  to  adminis- 
ter their  duties.  To  assign  those  duties  to  other  officers  in  other 
bureaus  or  boards  would  be  to  create  new  offices  and  new  officers, 
which  would  be  not  authorized  and  in  conflict  with  existing  law. 

But  I  do  not  understand  this  to  be  the  object  of  this  new  plan  of 
organization.  I  interpret  the  duties  of  the  'Secretary's  council"  as 
bemg  purely  advisory.  The  duties  of  the  aids  are  of  the  same  char- 
acter. Neither  the  council  nor  the  aids  can  exercise  any  supervisory 
authority  over  the  chiefs  of  bureaus.  That  is  the  exclusive  province 
of  the  Secretary  and  can  not  be  delegated  by  him.  The  authority  of 
the  aids  to  transmit  orders  '*by  direction  of  the  Secretary"  can  not 
be  considered  as  conferring  authority  to  issue  orders.  This  formula 
can  not  be  used  to  warrant  any  independent  action  by  the  aids.  The 
aids  are  merely  the  eyes  and  hands  of  the  Secretary,  and  the  grouping 
of  the  bureaus  under  divisions  are  merely,  as  I  understand  it,  con- 
venient methods  of  enabling  the  Secretary  to  exercise  his  legal 
authority  over  them. 

It  is  not  proper  for  me  to  express  any  opinion  upon  the  merits  of 
this  plan  or  organization.  I  can  onlj  point  to  the  law  which  must 
govern  in  makmg  changes  in  the  existmg  regulations. 

Before  the  proposed  changes  are  adopted,  however,  they  should 
be  carefully  compared  with  t^e  appropriations  made  by  Congress  for 
the  various  works  affected  by  them  in  order  that  '*the  appropriations 
for  each  bureau"  may  be  kept  separate  as  required  by  section  3676, 
Revised  Statutes,  and  that  moneys  specifically  appropriated  for  one 
bureau  may  not  by  these  changes  be  made  applicable  to  or  placed 
under  the  control  of  a  different  bureau.  I  have  not  considered  that 
such  examination  and  comparison  were  included  in  your  request  for 
this  opinion. 

I  conclude  that,  subject  to  the  requirements  of  the  law  I  have 
herein  referred  to,  the  proposed  changes  in  regulations  are  within 
the  authority  of  the  Secretary  of  the  Navy,  as  expressed  in  section 
1547,  Revised  Statutes. 

Respectfully,  Geo.  W.  Wickersham, 

AUomey-Generdl. 

21396—10 ra. 
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[Clnmlar  No.  1.— An  aasoototlon  to  promote  the  study  of  naval  adminlstzatton,  oommoolj  known  at  tba 

"  Panther  pamphlet."] 

1.  The  officers  stationed  at  the  Philadelphia  Navy- Yard  and 
attached  to  the  ships  at  that  ^ard  held  a  meeting  on  board  the 
Panther  on  March  23,  1909,  to  discuss  the  conditions  now  existinjg  at 
that  and  other  navy-j^ards  with  respect  to  organization  and  adminis- 
tration and  to  determine  whether  or  not  it  would  be  practicable,  in  a 
manner  consonant  with  military  discipline,  to  secure  an  interchange 
of  views  among  the  scattered  officers  oi  the  service  to  the  end  that,  m 
case  of  a  favorable  opportunity  arising,  the  crystallized  opinion  of  the 
service  at  large  might  be  presented  to  the  department. 

2.  It  was  tne  sense  of  tne  meeting — 

(1)  That  the  subject  of  naval  administration  in  general  had  received  but  sligfat 
attention  or  study  from  the  great  majority  of  the  officers  of  the  navy. 

(2)  That  the  recent  chanps  in  navy-yard  administration  were  probably  known  in 
detail  to  but  few  officers  and  were  thoroughly  understood  by  but  a  small  percentage  of 
these. 

(3)  That  the  efficiency  of  the  fleet  should  be  the  governing  consideration  in  formu- 
lating any  system  of  naval  administration,  and  that  this  subject  should,  therefore,  be 
made  the  field  of  earnest  study  by  every  officer  of  the  navy. 

^4)  That,  for  the  purpose  of  arousing  all  officers  to  a  full  sense  of  the  importance  of 
this  subject  and  of  promoting  among  tnem  a  sense  of  individual  responsibility  for  the 
efficiency  of  the  navy,  it  would  be  eminently  proper  to  form  an  association^  the  object 
and  function  of  whicn  would  be  to  collect,  collate,  study,  and  disseminate  information 
regarding  existing  and  possible  systems  of  naval  administration. 

(5)  That,  for  the  purpose  of  making  a  beginning  of  such  an  association,  a  committee 
be  formed  from  those  officers  now  in  Philadelphia,  which  committee  should  take 
immediate  steps  to  communicate  with  brother  officers  at  other  stations  with  a  view  to 
securing  their  cooperation  in  the  work. 

3.  This  committee,  named  at  the  meeting  and  for  the  purposes 
aforesaid,  does  not  consider  itself  empowered  to  represent  the  service 
at  large,  but  deems  it  proper  to  lay  before  all  officers  certain  informa- 
tion now  in  its  possession  and  to  suggest  plans  for  further  action.  Its 
purpose  is  to  act  as  a  temporary  executive  committee  of  the  proposed 
association  until  such  time  as  the  association  shall  have  been  formed 
and  regularly  elected  officers  and  committees  shall  have  assumed 
their  functions. 

4.  The  committee  considers  that  its  duties  are,  for  the  moment, 
these: 

(1)  To  place  in  the  hands  of  all  officers  to  whom  this  communication  is  sent  copies 
of  certain  papers  describing  the  system  of  navy-yard  oi^ganization  recently  put  in 
force  by  departmental  order. 

(2)  To  furnish  each  such  officer  with  an  analysis  of  these  papers,  showing  their  e£Fect 
on  navy-yard  administration  and  efficiency  as  viewed  by  the  committee. 

(3)  To  UTge  on  all  such  officers  the  necessity  of  forming  an  association  and  providing 
the  necessary  funds  to  cover  expenses  of  printing  and  mailing  such  literature  as  may 
be  available  from  time  to  time. 

(4)  To  suggest  the  outline  of  a  constitution  and  a  set  of  by-lawB  for  the  association. 
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(6)  To  uige  on  all  officers  addressed  the  desirability  of  an  immediate  response  to  this 
communication,  stating  whether  or  not  they  will  join  the  association,  and  giving  any 
views  or  information  uiey  may  hold  or  have  on  the  subject  which  is  suggested  for 
immediate  study. 

6.  The  committee  believes  that,  after  an  organization  is  effected, 
the  broader  subject  of  naval  administration  in  general  should  be 
made  the  subject  of  earnest  study  by  its  members. 

6.  In  furtherance  of  the  objects  set  forth  in  paragraph  4,  sections 
1  and  2,  there  are  printed  as  appendixes  hereto  for  your  careful 
perusal  the  following  papers: 

A.  Navy  Department  General  Order  No.  9  of  January  25,  1909. 

B.  Memorandum  for  commandants  of  January  25,  1909. 

C.  Navy  Department  letter  to  commandants,  No.  27174,  of  January  29,  1909. 

D.  General  regulations  promul^ted  by  the  commandant  of  tne  Philadelphia 
Navy- Yard  for  the  purpose  of  putting  into  effect  the  departmental  orders. 

E.  Regulations  governing  inspectors,  similarly  pR)mulgated. 

F.  Navy  Department  letter  of  February  17,  1909,  commenting  on  the  general 
regulations  and  regulations  governing  inspectors. 

G.  Memorandum  for  commandants  of  February  18,  1909. 
H.  Orders  to  general  inspector  of  navy-yards. 

I.  Naval  Constructor  Stahl's  letter  as  to  assignment  of  work  to  his  assistants. 

J.  Letter  from  the  civil  engineer  of  the  Philadelphia  Navy- Yard  regarding  the  con- 
duct of  public  works  by  the  naval  constructor. 

K.  An  analysis  of  the  departmental  orders,  memoranda,  and  letters  with  respect 
to  their  practical  effect  on  navy-yard  work,  organization,  and  efficiency,  together 
with  the  outline  of  a  suggested  plan  for  reorganization. 

7.  As  to  the  necessity  for  forming  an  association  for  the  purposes 
herein  discussed,  the  committee  suggests  for  3'our  consideration: 

(1)  Officers  are,  by  regulations,  prohibited  from  attempting  to  influence  legislation 
in  any  way  not  approved  by  the  department. 

(2)  Officers  are  permitted  and  requested  to  submit  to  the  department  suggestions 
for  advancing  the  intere^ta  and  increa.'^ing  the  efficiency  of  the  navy. 

(3)  Combinations  for  combating  the  views  of  superiors  or  for  weakening  their 
authority  are  unmilitary,  are  subversive  of  discipline,  and  are  forbidden  by  statute. 

(4)  Combinations  or  associations  for  study,  mutual  education,  and  harmonizing 
of  views  and  opinions  are  not  open  to  objection. 

(5)  Discordant  views  and  suggestions,  if  presented  to  the  department,  would,  justly, 
have  little  weight;  the  lack  of  harmony  would  militate  against  the  acceptance  of 
such  good  ideas  as  might  be  presented. 

(6)  Cooperation,  coordination,  harmony,  and  unanimity  of  opinion  on  the  part  of 
a  great  body  of  officers  must  necessarily  be  of  intrinsic  advantage  to  the  navy  and  will 
produce  the  maximum  of  beneficial  ret^ult  in  administrative  action. 

8.  The  necessity  for  funds  for  carrying  on  the  work  of  such  an 
association  is  obvious;  the  committee  provisionally  fixes  the  amount 
to  be  distributed  by  each  officer  at  one-fifth  of  1  per  cent  of  his 
current  vearly  pay  (exclusive  of  allowances)  provided  that  such 
sum  shall  not  in  anv  case  exceed  $10.  It  is  earnestly  requested 
that  each  officer  addressed  immediately  contribute  such  a  sum  to 
the  treasury  of  the  committee,  this  to  constitute  the  ollicers'  annual 
dues  for  1909  in  case  he  joins  the  proposed  association. 

9.  Inclosed  is  a  sketch  of  a  proposea  constitution  and  set  of  by-laws; 
comments  and  suggestions  for  changes  or  additions  are  invited. 

10.  For  the  immediate  consideration  of  all  officers  addressed 
(whether  or  not  they  favor  the  formation  of  the  proposed  associa- 
tion) the  following  propositions  are  submitted  for  consideration, 
discussion,  and  affirmative  or  negative  vote: 

(1)  For  the  highest  efficiency  of  the  service  the  military  branch  should,  under  the 
Secretary,  be  supreme  in  all  matters  of  both  pernonnel  and  material. 

(2)  So  long  as  the  bureau  system  of  administration  of  the  Navy  Department  exists 
there  should  be  at  each  navy-yard  an  officer  of  the  same  corps  as  the  bureau  chief, 
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or  an  officer  of  the  line,  charged  with  the  direction  and  inspection  of  work  done  by  or 
for  that  bureau;  all  these  heads  of  departments  should  be  coordinate  in  authority 
and  should  be  subject  to  a  common  superior,  an  officer  of  the  line,  known  as  the 
"executive,"  who  should  be  the  immediate  manager  of  the  mechanical  department. 
The  office  of  captain  of  the  yard  should  be  abolished,  its  functions  to  devolve  upon 
the  executive. 

1 1 .  Each  officer  receiving  this  communication  is  earnestly  requested 
to  fill  out,  sim,  and  mail  at  once  to  the  treasurer  of  the  committee 
the  inclosed  blanks,  using  either  A  or  B,  as  he  may  desire,  but  using 
C  in  any  case. 

A.  G.  Bebbt, 
Captain  J  TJ,  S.  Navy,  Chairman  of  the  Committee. 

B.  C.  Bryan, 
Commander y  TJ,  S.  Navy,  Treamrer  of  the  Committee. 

J.  S.  McKean, 
Lieutenant-Commander,  TJ.  8.  Navy,  Member. 

N.  C.  Twining, 
Lieutenant-Commander,  D.  8.  Navy,  Secretary. 

R.  D.  IIasbrouck, 
Lieutenant-Commander,  TJ.  8,  Navy,  Member. 
E.  H.  DeLany, 
Lieutenant,  TJ.  8.  Navy,  Member. 

G.  W.  Steele,  Jr., 
Lieutenant,  TJ.  8.  Navy,  Member. 
11.  T.  Dyer, 
Ensign,  TJ.  8.  Navy,  Member. 
'  W.  S.  Farber, 
Midshipman,  TJ.  8.  Navy,  Member. 
Navy-Yard,  Philadelphia,  March  26,  1909.     . 


DISADVANTAGES   OF   PRESENT  PLAK. 

[See  Appendix  K.] 

1.  It  deprives  the  commandant  of  real  command. 

2.  It  deprives  Une  officers  of  all  real  authority  in  navy-yards. 

3.  It  places  technical  work  in  ordnance,  steam,  electricity,  and  civil 
engineermf]:  in  the  hands  of  officers  who  are  experts  in  naval  archi- 
tecture only. 

4.  It  places  \york  and  design  for  naval  material  for  the  fleet  in 
the  hands  of  oflicers  who  never  go  to  sea  and  are  never  called  upon 
to  use  the  machinery  and  devices  they  design,  build,  and  repair. 

5.  It  places  in  the  hands  of  naval  constructors  so  much  work 
foreign  to  the  profession  in  which  the}'  are  skilled  that  their  own 
proper  work  is  deprived  of  a  large  measure  of  the  supervision  which 
they  should  be  free  to  give  to  it. 

6.  It  deprives  officers  of  the  line  of  all  effective  power  to  design, 
construct,  repair,  and  improve  the  devices  wliich  they  are  called  upon 
to  use  and  unon  the  efficiency  of  which  and  their  effective  use  the 
efficiency  of  tlie  fleet  and  the  safety  of  the  nation  depends. 

7.  It  deprives  line  officers  of  all  valuable  opportunity  to  perfect 
their  knowledge  of  mechanical  processes  and  to  supplement,  by  prac- 
tical shop  experience,  their  theoretical  knowledge  of  mecnanicSi 
macliinery,  and  shop  work. 
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8.  It  deprives  the  fleet  (for  which  navy-yards  exist)  of  the  services 
of  officers  skilled  by  practical  experience  in  estimating  for,  planning, 
and  executing  repairs  and  improvements  in  material. 

9.  It  will  result  in  making  sliips  loss  self-sustaining  in  the  matter 
of  repairs,  -make  more  frequent  visits  to  navy-yards  necessary, 
increased  cost,  and  decreased  effectiveness  of  repairs  and  chanf^es. 

10.  It  will  necessitate  either  an  increased  number  of  naval  con- 
structors or  the  employment  of  civilian  experts  (or  both)  at  navy- 
yards  at  greatly  increased  cost  to  tlie  Government  and  decreased 
efficiency. 

11.  It  will  establish  an  ineradicable  cause  of  discontent,  friction, 
and  consequent  inefficiency. 

ADVANTAGES  OF  PROPOSED  PLAN. 

[See  Appendix  K.] 

1.  Commandant's  authority  supreme  and  actual. 

2.  An  executive  established  as  manager  of  the  mechanical  depart- 
ment who  is  provided  for  by  statute  and  under  whom  all  officers  can, 
therefore,  lawfully  serve. 

3.  Services  of  all  naval  officers  made  available  as  experts  in  plan- 
ning, executing,  and  inspecting  work,  both  original  ana  repair. 

4.  Complete  consolidation  of  all  shop  work  and  drafting  and  clerical 
forces. 

5.  Time  and  cost  department  established  as  a  critic  of  each  class 
of  work,  as  a  check  on  economy,  and  independent  of  all  mechanical 
branches. 

6.  Increased  number  of  naval  constructors  and  employment  of 
civilian  experts  rendered  unnecessary. 

7.  Naval  constructors  enabled  to  give  their  proper  work  their  undi- 
vided attention. 

8.  Opportunity  given  to  the  younger  seagoing  officers  to  perfect 
themselves  in  the  practical  details  of  their  profession  and  to  obtain 
practical  knowledge  in  the  special  branches  for  which  they  are  best 
suited. 

9.  Brings  to  the  wt)rk  of  design,  improvement,  and  repair  of  ship- 
board devices  the  knowledge  and  experience  of  seagoing  officers. 

10.  Provides  a  system  of  navy-yard  organization  that  correlates 
with  the  necessarv  organization  on  ooard  ship,  thereby  increasing  the 
efficiency  of  work  for  the  fleet  and  of  the  fleet  itself,  the  ultimate 
object  of  all  endeavor. 


Appendix  A. 

General  Order  1  Navy  Department, 

No.  9.  /  Washingtonf  D.  C.y  January  t5,  1909, 

For  the  purpose  of  consolidating  the  manufacturing  force  at  navy-yards,  on  Febru- 
ary 1  the  commandants  of  all  navy-yards  and  stations  (except  the  Washington  Navy- 
Yard,  the  torpedo  station,  the  proving  ground,  and  naval  magazines)  shall  place  all 
work  not  involved  in  the  handling  of  stores,  the  manufacturing  of  clothing,  or  the 
preparation  and  handling  of  provisions  in  the  hands  of  the  naval  constructor,  who, 
as  tne  principal  technical  assLstant  to  the  commandant,  shall  thereafter,  under  hia 
direction,  be  responsible  for  the  efficiency  of  the  manufacturing  force  of  the  navy-yard. 

The  commancfaut  shall  place  all  public  works  and  the  equipment  thereof  under  the 
control  of  the  above-named  technical  assistant,  under  such  regulations  as  the  com- 
mandant may  for  the  time  being  prescribe,  and  therewith  such  drafting  and  clerical 
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force  as  he  may  deem  necessary.  The  statua  and  duties  of  the  captain  of  the  yvd. 
general  storekeeper,  medical  oMcer,  pay  officer,  and  officer  in  chaige  of  provisions  ana 
clothing  are  in  no  wise  affected  by  this  order.  The  heads  of  the  now  existing  depart- 
ments of  ordnance,  equipment,  and  steam  engineering  may  remain  on  duty  under 
the  title  and  discharge  the  functions  of  inspector  of  ordnance,  inspector  of  equipment, 
inspector  of  machinery,  retaining,  subject  to  the  commandant's  approval,  such  clerical 
force  and  such  assistants  as  may  be  necessary  for  the  purpose  of  mspecting  the  work 
done  for  them  by  the  consolidated  manufacturing  department. 

The  inspection  of  all  ordinary  supplies  shall,  as  a  rule,  be  made  by  the  officers 
directly  attached  to  the  manufacturing  department,  but  any  special  articles  or 
appliances  shall  be  inspected  by  such  omcers  as  the  comnuuidant  may  direct. 

The  civil  engineer  will  be  attached  to  the  commandant's  office,  as  consulting  engi- 
neer and  inspector  of  public  works,  for  the  purpose  of  inspecting  such  work  as  may  be 
done  on  docks,  dry  docks,  railways,  etc.,  and  generally  comprised  under  the  term  of 
' '  public  works. ' '  To  this  end  he  shall  be  granted  such  assistants  and  such  clerical  and 
otner  force  as  the  commandant  may  deem  necessary. 

In  a  general  way,  the  effect  of  this  order  will  be  to  make  the  commandant,  while, 
as  heretofore,  paramount,  resemble,  in  his  connection  with  jrard  work,  the  president 
of  a  large  industrial  plant;  the  principal  technical  assistant  biecoming,  under  the  com* 
mandant,  the  general  manager. 

All  officers  now  on  duty  at  navy-yards  and  naval  stations  shall  at  once  report,  in 
writing,  to  the  commandant  for  such  duty  as  he  may  prescribe. 

Until  definite  regulations  governing  the  methods  of  carrying  on  work  and  the  inter- 
relation of  officers  have  been  promulgated  by  the  department  the  execution  of  this 
order  devolves  upon  the  commandant,  who  is  empowered  to  arrange  all  the  details 
provisionally. 

On  the  13th  day  of  February,  1909,  the  commandants  of  navy-yards  and  naval 
stations  shall  forward  to  the  Secretary  of  the  Navy  a  report  of  what  has  been  done  in 
compliance  with  this  order,  specifically  stating  the  names  and  occupations  of  every 
person,  whether  officer  or  employee,  left  under  the  direct  orders  of  the  inspectors  of 
ordnance,  equipment,  machinery,  and  public  works,  respectively. 

The  consolidated  manufacturinp  department  shall,  as  soon  as  practicable,  institute 
one  pay  roll  for  all  navy-vard  workmen  under  its  supervision  or  tnat  of  the  inspectors. 
There  will  be  another  rofl  for  the  civil-service  employees,  including  foremen. 

Truman  H.  Newberry,  Secretary. 

The  White  House,  January  f5,  1909, 
Approved,  and  such  changes  in  the  regulations  as  are  made  necessary  by  this  order 
are  authorized. 

Theodore  Roossyelt. 


Afpendiz  B.  ft 

memorandum  for  commandants. 

Navy  Department, 
Washington^  D.  C,  January  tS,  1909. 

For  the  purpose  of  facilitating  the  execution  of  the  department's  general  order 
reorganizing  and  rearranging  the  work  at  navy-yards,  it  seems  proper  to  make  a  few 
suggestions'  and  recommendations  which  have  been  brought  to  the  department's 
attention  through  the  study  by  various  officers  of  the  questions  involved. 

Article  1681  of  the  Naw  Regulations  will  remain  unchanged,  and  this  fact  empha- 
sizes the  responsibility  of  the  commandant  under  the  new  as  well  as  under  the  old 
conditions;  that  is  to  say,  the  commandant  will  exercise  entire  control  over  every 
department  in  the  yard. 

The  captain  of  the  yard  will  be  senior  military  assistant  to  the  commandant  and  wOl 
remain  in  charge  of  the  military  and  police  matters,  and  will  succeed  to  the  command 
in  the  absence  of  the  commanaant. 

It  is  neces.^ary  that  the  inspecting;  officers  render  loyal  assistance  in  carrymg  out 
this  order  and  discharging  their  duties,  being  animatea  by  a  desire  for  what  is  good 
for  the  service  as  a  whole. 

(a)  They  will  consult  freely  at  all  times  with  one  another  and  with  the  principal 
technical  assistants,  who  will  provide  every  facility  in  the  drawing  office,  clerES* 
office,  on  shipboard,  and  elsewhere,  to  inspect  and  test  all  work  performed,  and  they 
will  be  given  such  assistants  as  may  be  necessary  in  the  performance  of  their  duties. 
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(5)  The  inspecting  officers  will  have  separate  offices,  and  such  assisting  officers, 
clerks,  and  draftsmen  as  may  be  designated  from  time  to  time  by  the  commandant. 
They  are  to  furnish  all  suggestions,  information,  and  data  which  will  enable  the  naval 
constructor  to  carry  out  the  commandant's  orders  expeditiously,  efficiently,  economic- 
ally, it  being  undeistoodlhat  officers  assigned  to  manufacturing  and  inspecting  duties 
shall  cooperate  to  the  fullest  extent. 

(c)  Details  concerning  correspondence  and  reports  regarding  authority  for  work, 
securing  of  funds,  submitting  estimates,  reporting  results  of  tests,  experiments,  weights, 
etc.,  to  tbe  various  bureaus  to  be  determined  later.  They  can  only  be  fixed  wisely 
after  experience. 

(d)  In  general,  the  duties  of  inspecting  officers  will  be  somewhat  similar  to  those  of 
the  present  inspecting  officers  in  private  shipyards  and  elsewhere,  with  the  essential 
difference,  however.  Uiat  all  information  ana  instructions  received  by  the  naval  con- 
structor will  be  freely  opened  to  them,  and  that  th^  are  an  essential  part  of  the  navy- 
yard  administration,  thus  making  their  duties  dinerent  from  the  inspecting  officers 
of  private  shipyards,  who  usually  obtain  little  or  no  information  as  to  the  methods  of 
management,  and  the  reasons  therefor,  of  the  private  firm. 

(«)  It  is  readily  seen  that  if  there  be  not  the  fullest  cooperation  between  the  in- 
specting officers  and  the  naval  constructor,  their  various  assistants,  and  the  foremen, 
many  annoying  disputes  may  arise;  and  to  prevent  this  much  tact  and  judgment 
must  be  exercised  by  all  of  them  at  all  times.  Differences  of  opinion  arising  should  be 
at  once  referred  to  the  commandant  for  his  decision,  and  not  to  be  made  the  founda- 
tions of  growing  discord,  which  would  increase  the  cost  and  dela^  the  completion  of 
work.  In  other  words,  the  manufacturing  work  of  navy-yards  is  placed  under  one 
head  in  order  to  secure  uniformity  in  carrying  on  all  work  by  the  best  methods,  and  to 
obtain  assurance  that  the  work  is  thus  performed. 

(/)  The  naval  constructor  will  have  direct  charge  of  all  labor,  shops,  dry  docks, 
tools,  and  appliances,  and  will  execute  the  technical  work  as  authorized  by  the  com- 
mandant, his  duties  being  greatly  similar  to  those  of  the  general  superintendent  or 
general  manager  of  any  large  private  establishment,  with  the  exception  noted  above, 
that  the  inspecting  officers  will  cooperate  with  him. 

(g)  As  nearly  as  practicable,  all  clerks  and  all  draftsmen  should  be  concentrated  in 
one  building,  and  the  present  varying  methods  of  carrying  on  work  in  the  different 
departments  should  be  made  uniform  and  (so  far  as  the  law  permits)  in  accordance 
with  the  best  practice  of  private  concerns. 

(h)  Consoliuation  of  shops  can  advantageously  begin  in  the  near  future  and  the 
foremen  thereof  distributed  among  the  remaining  shops  and  be  afforded  an  opportunity 
to  show  their  capabilities  in  wider  fields  of  work.  It  is  not  considered  aavisable  to 
make  changes  in  personnel  of  foremen  until  time  has  shown  such  action  to  be  necessary 
or  advisable. 

(i)  The  manufacturing  work  of  Steam  Engineering  and  Equipment  should,  at 
first,  follow  generally  its  present  lines,  except  that  it  should  be  so  administered  as  to 
insure  their  rapid  combination  into  one  industrial  plant,  in  accordance  with  the  best 
commercial  methods,  arrangements  being  made  to  facilitate  transferring  of  employees 
from  shop  to  shop  as  may  be  found  most  expedient,  the  principal  object  being  to  have 
the  work  distributed  in  the  shops  in  such  a  way  as  to  insure  its  coming  together  on 
shipboard  without  confusion  or  overlapping  of  the  work  of  different  shops,  foremen  and 
employees  being  required  to  cooperate  one  with  another  as  naA'y-yard  employees, 
ana  not  as  construction  and  repair  employees,  ordnance  employees,  steam  engineer- 
ingemployees,  etc. 

Heads  of  vard  departments  will  at  once  give  to  the  commandant  precise  information 
of  such  work  now  in  progress  in  the  shops  under  their  present  control  as  will  not  be 
completed  before  February  1  next. 

Commandants  will  begin  the  study  of  the  equitable  division  of  the  running  expenses 
of  the  yards  under  their  command  between  those  properly  chargeable  to  it  as  a  manu- 
&cturing  establishment  pure  and  simple  and  those  chargeable  to  it  as  a  military 
station. 

The  practice  in  civil  life  mav  be  usefully  considered  in  this  connection,  where 
ordinary  wear  and  tear  is  borne  by  the  tenant,  while  extensions,  renewals,  and  laiger 
repairs  due  to  fire,  damage  by  the  elements  (tne  act  of  God)  are  paid  by  the  owner. 

The  commandant  will  direct  the  naval  instructor  to  institute,  as  soon  as  practicable, 
one  pay  roll  for  all  the  navy-yard  workmen  under  his  supervision  or  that  of  the  inspect- 
ors.   There  will  be  another  roll  for  the  civil-service  employees,  including  foremen. 

The  completion  of  the  consolidation  of  power  plants  will  be  made  by  the  contractois 
or  bv  the  civil  engineer,  as  required  by  law. 

This  completion  of  the  power  plant  includes  the  installation  of  power  ffeneiaton 
and  means  for  the  transmission  of  power  to  different  points  about  the  yard. 
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The  care  and  management  of  coaling  plants  will  become  the  tesponsibility  of  die 
nearest  commandant. 

The  present  assignment  of  buildings  at  the  various  yards  is  canceled.  A  redis- 
tribution is  necessary  in  order  that  they  may  serve  the  purpose  of  introducing  a  new 
order  of  things,  ana  commandants  will  immediately  make*  recommendation  to  the 
Secretary  of  uie  Navy  of  the  disposition  of  the  various  buildings  at  the  navy-yards 
rendered  available  for  new  uses  tnrough  the  operation  of  this  order. 

It  is  of  the  highest  importance  to  keep  the  staff  of  each  inspector  down  to  the  least 
possible  number.  Much  care  will  be  necessary  in  this  connection  to  present  the 
reestablishment  of  the  order  of  things  which  has  just  been  abolished. 

In  this  connection  it  should  be  borne  in  mind  that  the  naval  constructor,  through 
his  draftsmen,  clerical  force,  and  other  assistants,  possesses  a  fund  of  available  lab^, 
which  should  be  drawn  upon  by  inspectors  through  the  usual  channels  as  much  as 
possible,  thereby  avoiding  the  establishment  of  a  large  permanent  staff  not  steadily 
employed . 

Specifically,  it  is  bettor  to  have  at  hand  the  practically  unlimited  facilfties  of  a 
dratting  room  than  to  keep  a  draftsman  always  at  the  inspector's  office,  for  at  many 
times  his  services  will  not  be  required  at  all. 

A  special  case  in  illustration  of  the  application  of  some  of  these  principles  may 
be  imagined.  For  instance,  suppose  that  the  inspector  of  ordnance  believes  that 
certain  minor  overhaulings  and  attention  should  be  paid  to  torpedoes,  or  small  anns, 
or  other  ordnance  articles  in  the  care  and  custody  of  the  general  storekeeper.  Since 
the  inspector  of  ordnance  no  longer  has  a  force  of  mechanics  at  his  disposition,  he 
makes  a  request  in  the  usual  form  to  the  commandant,  who  directs  the  performance 
of  the  work  desired,  to  the  satisfaction  of  the  inspector  of  ordnance,  with  the  knowledge 
of  the  general  storekeeper. 

It  is  suggested  that  commandants  and  all  others  concerned  interest  themselves 
in  studying  the  many  questions  which  concern  the  head  of  a  manufacturing  plant, 
&miliarizing  themselves,  as  far  as  practicable,  with  the  methods  of  mustering  em- 
ployees, the  organization  of  dividend-paying  establishments,  their  scheme  of  shop 
management,  eto. — in  short,  putting  themselves  in  s}rmpathy  with  the  ytad  as  an 
industrial  works  under  military  control. 

The  use  of  "suggestion  boxes"  has  been  found  very  productive  of  benefit  to  the 
management  and  of  contentment  and  encouragement  to  the  operator.  It  might  be 
well  to  consider  the  advisability  of  trying  them  at  our  navy-yards.  Usually  they  are 
opened  periodically — sav  once  a  month— and  small  money  prizes  awarded  to  the  most 
worthy  sug^estors  of  tools  or  methods  calculated  to  improve  the  condition  or  enhance 
the  value  of  the  shops. 

Orders  for  work  at  the  navy-yards  should  be  in  duplicate  cases  where  an  inspector's 
task  would  be  facilitated  by  his  possession  of  a  copy. 

The  inspection  of  minor  repairs  on  board  ships  m  commission  shall  be  made  by 
officers  attached  to  the  ship  detailed  for  that  purpose  by  the  commanding  officer. 
Such  officers  will  be  governed  by  the  rules  and  methods  prescribed  for  inspectors 
at  navy-yards,  whom  they  will  keep  informed  as  to  progress  and  condition  oi  work. 

Work  of  an  unsatisfactory  character  should  be  immediately  reported  to  the  inspector 
at  the  yard  and  to  the  naval  constructor. 

Extensive  repairs  or  alterations  on  board  ships  in  commission  shall  be  inspected 
in  such  manner  as  the  commandant  may  direct. 

Truman  H.  Nkwbbrrt, 


Afpbndiz  0« 

[Tetogram.] 

Navy  Yard, 
Philadelphia,  Pa.,  January  29,  1909. 
Secretary  Navy,  Washington,  D.  C: 

In  order  to  carry  out  General  Order  No.  9  the  conmiandant  requests  a  decision 
and  orders  by  the  department  as  to  the  authority  of  the  naval  constructor  as  principal 
technical  assintant  to  command  officers  of  the  hne  and  other  staff  corps  that  are  on 
duty  at  this  navy-yard. 

Pendleton. 
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[Telegram.] 
[2P.    US.    D.    46  Gr.    203pm.    DN.] 

Washington,  D.  C,  January  29,  1909, 
Navy- Yard,  Philadelphia,  Pa. 

Replying  to  your  inquiry  concerning  authority  of  naval  constructor  no  line  or  other 
staff  officers  wiU  be  required  to  nerve  under  him.  Warrant  ofllcers  may  be  tempo- 
rarily retained  at  present  dutiei<;  have  mailed  letter  fully  explaining  Department's 
deciire  in  this  matter. 

Newberry,  Secretary, 

No.  271/4.]  Navy  Department, 

Washington,  D.  C,  Jantuiry  -^9,  1909. 

Sir:  Referring  to  the  proviMons  of  General  Order  No.  9,  of  January  25,  1909,  in 
relation  to  consolidating  the  manufacturing  forcee<  at  navy-yards,  etc.,  and  particu- 
larly to  that  clause  of  the  order  which  states  that:  "The  heads  of  the  now  existing 
departments  of  ordnance,  equipment,  and  eteam  engineering  may  remain  on  duty 
under  the  title  and  discharj^e  the  functions  of  inspector  of  ordnance,  in.^pector  of 
equipment,  inspector  of  machinery,  retaining,  subject  to  thp  commandant's  approval, 
such  clerical  force  and  such  assistants  as  may  be  nece.-jaary  for  the  purpose  of  inspect- 
ing the  work  done  for  them  by  the  consolidato<l  manufacturing  department,"  you  are 
advised  that  it  is  essential  that  only  such  clerical  force  and  assistants  be  assigned  to 
duty  with  the  inspectors  as  may  be  absolutely  necessary  for  the  proper  discharge  of 
the  duty  of  said  inspectors. 

All  employees  not  essential  for  the  assistance  of  the  inspectors  shall  be  assigned  to 
duty  with  the  manufacturing  department;  and  the  directive  and  supervisor^'  duties 
formerly  discharged  by  commissioned  officers  and  others  in  the  department  of  ord- 
nance, equipment,  steam  engineering,  and  yards  and  docks  shall  be  performed  by 
oflScers  and  civilian  employees  on  duty  under  the  naval  constructor,  including  the 
warrant  officers,  foremen,  quartermen,  leadingmen,  special  mechanics,  etc.,  trans- 
ferred from  the  departments  of  ordnance,  equipment,  steam  engineering,  and  yarda 
and  docks. 

In  due  cour«e,  the  heads  of  the  manufacturing  departments  will  submit  appropriate 
recommendations,  through  the  usual  ofiicial  channels,  for  such  promotion  and  increase 
of  pay  as  may  apj»'ar  suitable  in  connection  with  the  enlarged  duties  of  the  foremen 
ana  other  supervi**ory  civilian  employees,  these  recommend  a  ticms  for  promotion 
and  increase  of  pay  to  be  ba.sed  strictly  upon  efficiency  in  the  discharge  of  their  new 
duties. 

As  far  as  may  be  practinible,  all  warrant  officers  now  on  duty  in  the  departments  of 
ordnance,  equipment,  and  steam  engineering  shall  be  transferred  to  the  manufacturing 
department  for  duty  under  the  supervision  and  direction  of  the  naval  constructor. 
This  supervision  and  direction  of  the  naval  constnictor,  under  the  commandant,  is 
not  to  be  construed  as  an  exercise  of  military  command,  but  as  administrative  control 
necessary  for  the  pro.secution  of  the  manufacturing  work  of  the  yard.  Should  there 
be  any  warrant  offic^ers  who  mav  object  to  this  assignment,  they  will  submit  immediate 
request,  through  the  proper  ofliicial  channels,  for  detachment. 

Should  there  be  any  officers,  other  than  warrant  officers  now  on  duty  in  the  depart- 
ments of  ordnance,  equipment,  steam  engineering,  and  yards  and  docks,  who  are 
junior  to  the  naval  constructor  and  who  desire  to  remain  on  duty  in  the  newly  or- 
ganized manufacturing  department  in  connection  with  the  duties  previously  per- 
formed by  them,  or  for  such  other  duty  as  may  be  assigned  them  in  said  manufactur- 
ing department,  they  should  promptly  submit  written  application  for  such  duty,  and 
upon  receipt  of  said  application,  tne  department  wiU  give  due  consideration  to  the 
same. 

The  department  desires  to  emphasize  the  importance  of  hearty  cooperation  on  the 
part  of  all  officers  and  employees  at  navy-yards  in  carrying  out  the  instructions  con- 
tained in  General  Order  No.  9;  and  for  the  8ucce?.sful  accomplishment  of  the  depart- 
ment's purpose,  it  is  essential  that  all  officers  and  employees  should  bear  in  mind 
that  the  new  assignment  of  duties  does  not  release  any  officer  or  employee,/^n  the 
slightest  degree,  from  the  obligations  to  do  his  utmost  to  promote  the  hignest  efficiency 
of  the  manufacturing  department  of  the  yard,  in  order  tnat  it  may  satisfactorily  meet 
the  reauirements  of  the  fleet. 
Very  respectfully, 

Truman  H.  Newberry,  Secretary. 

The  Commandant, 

Navy-  Yardf  Philadelphia,  Pa. 
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ApfsKdiz  D. 
[OuiMled  by  order  of  Secretary  of  the  Navy,  Vfibnmry  17, 1909.] 

GENERAL   BBOULATI0N8. 

1.  All  coiTe8|K)ndence  with  the  dopartment  will  be  carried  on  by  the  comnumdant. 

2.  All  authority  for  doin^  work  originates  from  the  commandant. 

3.  The  commandant  having  received  from  an  inspector  the  specificatioiiB,  plans, 
and  estimates  for  a  certain  job,  will  confer  with  the  oureau  under  which  the  money 
for  defraying  the  cost  of  the  job  has  been  appropriated  by  Gongreas. 

4.  If  it  is  determined  that  a  job  shall  be  aone,  the  commanaant  will  so  direct  the 
senior  naval  constructor,  furnishing  him  with  all  necessary  details  relative  to  the  job 
and  the  ''amount  allowed  "  for  its  completion. 

5.  The  senior  naval  constructor  will  issue  job  order  cards,  forwarding  two  of  them 
to  the  inspector  concerned.  These  two  job  order  cards  will  be  notice  to  the  inspector 
that  the  work  of  manufacture  is  commencing.  The  data  these  cards  are  to  contain 
when  ready  for  filing  for  record  is  described  in  Regulations  for  Inspectors,  paragraphs 
6  and  7. 

6.  Whenever  the  senior  naval  constructor  finds  that  he  needs  more  money  to  finish 
a  job,  he  will  inform  the  commandant  at  once. 

7.  No  work  involving  the  expenditure  of  funds  appropriated  by  law  under  a  bureau 
shall  be  begun  except  upon  plans  and  (or)  specmcations  signed  by  the  inspector 
concerned,  but  work  under  the  cognizance  of  the  Bureau  of  Construction  and  Repair 
will  be  carried  on  as  at  the  present  time,  except  that  its  execution  will  be  inspected 
by  the  inspector  of  construction. 

8.  No  machine,  tool,  or  other  fixed  piece  of  machinery  shall  be  moved  horn  one  of 
the  present  departments  to  another  without  the  permission  of  the  conmiandant. 

9.  The  naval  constructor  shall,  subject  to  the  inspection  of  the  inspector  of  ma- 
chinery, take  care  of  the  steam  generators  in  the  yard. 

10.  The  upkeep  of  buildings  (their  furniture  and  equipment),  g^unds,  trees, 
roads,  streets,  services  of  water  and  heat  and  lighting,  horses,  vehicles,  trolley?, 
winches,  cranes,  etc.,  shall  be  effected  by  the  principal  technical  assistant  to  th** 
commandant  upon  request  of  the  inspector  of  public  works,  acting  as  the  representative 
of  the  commandant;  but  no  special  request  shall  be  necessary,  or  personal  inspection 
of  the  inspector  of  public  works  required,  for  those  operations  provided  for  under 
"Maintenance,  yards  and  docks,"  or  for  the  general  repairs  provided  for  under  ''Re- 
pairs and  preservation,  yards  and  docks,"  which  do  not  ordinarily  require  the  ser\'icos 
of  a  civil  engineer. 

11.  letters  addressed  to  the  several  bureaus  containing  requests  for  allotments  of 
funds  for  each  month  will  be  prepared  for  the  commandant's  signature  by  the  senior 
naval  constructor,  to  reach  the  commandant  not  later  than  the  16th  of  the  month  prior 
to  that  of  which  the  allotment  of  funds  is  desired.  In  preparing  .these  requests  fur 
allotments  the  senior  naval  constructor  will  consult  with  the  inspectors  concerned. 

12.  The  general  storekeeper  will  indorse  on  all  reouests  for  manufacture  of  articles 
to  be  paid  tor  from  the  naval  supply  fund  the  name  of  the  bureau  that  will  eventually 
reimburse  the  supply  fund  for  the  cost  of  manufacture.  The  inspector  concemeti 
with  the  affairs  of  tne  bureau  named  will  inspect  such  products.  If  the  product  is  to 
be  used  indiscriminately  the  general  storekeeper  will  enter  the  word  "miscellaneous" 
on  the  request  and  will  himself  (or  by  his  representative)  make  such,  inspection  as 
may  be  necessary. 

E.  C.  Pendleton, 
Rear-Adrnvralf  U.  S,  Navy,  Commandani, 


Appendix  E. 

[Canceled  by  order  of  Secretary  of  the  Nayy,  February  17, 1909.] 

REGULATIONS  GOVERNING   INSPECTORS. 

1.  They  phall,  with  the  exception  of  the  inspector  of  construction.  prejMLre  and 
submit  to  ihe  commandant  plans,  estimates,  and  specifications  for  all  work  under 
their  cognizance  as  inspectors. 

2.  They  shall  carefully  inspect  the  work  in  progress  and  at  its  completion. 

3.  They  shall  keep  the  commandant  closely  m  touch  with  the  character  and  progress 
of  the  work. 
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4.  They  will  consult  freely  at  all  timee  with  each  other  and  with  the  senior  naval 
confltructor,  and  shall  fumisht  his  latter  officer  all  suggestions,  information,  and  data 
which  will  enable  him  to  carry  out  the  commandant's  orders  expeditiously,  efficiently, 
and  economically. 

5.  They  may  not  give  orders  or  directions  to  the  workmen,  but  they  may  order  the 
work  stopped  if  in  their  opinion  it  is  not  being  properly  done,  until  they  can  consult 
with  the  senior  naval  constructor  or  finally  with  the  commandant. 

6.  They  will  be  furnished  by  the  senior  naval  constructor  with  duplicate  job-order 
cards  relating  to  work  under  their  inspection. 

7 .  Upon  completion  of  a  job  the  inspector  concerned  shall,  if  the  work  is  satisfactory, 
indorse  upon  the  back  of  both  of  his  job-order  cards  the  date  of  commencement  of  the 
work,  the  date  of  completion ,  the  words  "  Completed  O .  K .  ^ "  with  his  signature .  One 
of  these  cards  he  shall  forward  to  the  commandant,  who  will  mdorse  the  card  "Returned 
for  files,* '  and  return  it  to  the  inspector  for  record  through  the  senior  naval  constructor. 
The  senior  naval  constructor  phall  enter  on  the  card  *"Co6t  of  material''  and  **  Cost  of 
labor."  The  other  card  will  be  sent  direct  by  the  inspector  to  the  senior  naval  con- 
structor. 

8.  All  correspondence  passing  through  the  commandant,  or  between  the  comman- 
dant and  officers,  or  between  officers,  together  with  all  orders  to  workmen,  shop  regula- 
tions and  systems,  records,  drawings,  plans,  etc.,  shall  at  all  times  be  accessible  to  all 
commissioned  officers. 

9.  All  contract  work  shall  be  governed  by  the  regulations  in  force  January  25,  1909. 

10.  When  work  is  authorized  on  board  vessels  in  commission  the  commanding  officer 
shall  detail  officers  attached  to  such  vessels  to  inspect  the  work,  and  these  officers  will 
become  assistants  to  the  yard  inspectors,  if  so  directed  by  the  commandant,  during 
the  prosecution  of  such  work.  When  all  work  is  completed  and  before  the  ship 
sails,  each  of  these  officers  shall  prepare  and  sign  a  joint  statement  with  the  senior 
naval  constructor  or  his  representative  that  the  work  is  in  all  respects  satisfactory,  or 
if  not,  in  what  particular  it  is  deficient.  These  statements  shall  be  forwarded  to  the 
commandant  for  his  files. 

11.  The  senior  naval  constructor  will  fundsh  the  inspectors  with  every  facility  in 
the  drafting  room,  etc.,  it  being  imderstood  that  the  inspectors  shall  have  only  such 
clerks  and  draftsmen  designated  for  their  use  by  the  commandant  as  may  be  kept 
continually  employed.  The  force  for  extraordinary  work  shall  be  furnished  by  the 
senior  naval  constructor. 

12.  The  senior  nflval  constructor  shall  furnish  on  requisition  of  the  inspectors  such 
labor  as  may  be  required  for  the  care  and  preservation  of  machinery,  guns,  torpedoes, 
boilers,  etc.,  the  property  of  the  various  bureaus  in  the  custody  of  the  general  store- 
keeper. 

13.  The  care  and  preservation  of  ships  in  ordinary  shall  be  effected  by  the  senior 
naval  constructor,  upon  request  of  the  appropriate  inspectors. 

14.  The  inspectors  will  make  a  return  of  time  of  all  men  under  their  special  chai^ 
to  the  senior  naval  constructor. 

15.  The  inspectors  will  meet  in  the  office  of  the  commandant  every  workday  at 
2.30  p.  m.  The  senior  naval  constructor  or  his  representative  will  attend  when 
poflBible. 

£.  C.  Pendleton, 
Rear'Admiralf  U,  S.  Navy,  CtrnimandarU, 


Appendix  F. 

Navt  Department, 
WashingUm,  D,  C,  February  17, 1909. 

Sib:  Referring  to  vour  report  of  February  13,  with  inclosures,  relative  to  measures 
taken  to  comply  with  General  Order  No.  9,  the  department  has  the  following  observa- 
tions to  make: 

The  cost  and  time  department  you  mention  should  not  be  placed  under  the  general 
storekeeper,  but  should  be  the  responsibility  of  an  independent,  central  accounting 
office.  The  rules  for  the  latter  are  under  advisement,  and  are  as  yet  not  ready  for 
issue. 

Referring  to  your  inclosure  marked  ''A,"  you  are  directed  to  assign  Warrant  Machin- 
ists G.  H.  Hosung  and  A.  H.  Hawley  to  duty  in  tiie  manufacturing  department.  In 
this  connection  the  department  is  of  the  opinion  that  Lieut.  L.  Shane,  if  requested  to 
do  so,  might  be  willing  to  give  a  portion  of  his  time  each  day  to  aiding  the  principid 
technical  assistant  in  establishing  the  new  order  of  things  until  it  is  running  smoothly. 
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It  appeara  as  if,  under  the  inspector  of  machinery,  there  were  one  clerk  and  at  leaat 

one  draftsman  too  many. 

You  will  please  inform  the  department  if  any  reasons  exist  for  retaining  Civil  Engi- 
neer R.  WTiitman  as  asnistant  inspector  of  public  works.  Would  not  his  service  be  of 
more  value  to  the  Government  if  he  performed  duty  in  the  manufacturing  department? 
Possibly,  if  given  the  opportunity,  ne  might  be  gfad  to  ask  for  such  an  assignment- 
Referring  to  your  order  No.  2-R,  inclosure  *'C,"  you  are  informed  that  paragraph 
2  is  unnece.ssary,  since  it  is  already  covered  by  the  provisions  of  the  United  States 
Navy  Regulations. 

As  to  inclosure  *'0,"  order  8-R,  paragraph  2,  subhead  (A),  orders  for  work  should  go 
to  the  principal  technical  assistant,  who  will  furnish  copies  to  the  inspectors  con- 
cerned. The  same  observation  applies  to  clauses  (B)  ana  (V.),  Under  ordinary  cir- 
cumstances no  report  back  is  required.  In  rei^ard  to  (15)  tne  commandant  do^  not 
originate  requests  for  work.  If  work  is  required  on  board  a  ship  in  commission,  the 
commanding  officer  sends  the  request  to  the  principal  technical  assistant,  who,  in 
conference  with  the  inHpe<:tor  interested^  will  make  an  estimate  of  the  time  and  cost 
and  forward  it  to  the  commandant.  It  is  well  that  such  requests  and  reports  should 
contain  the  statement  "'after  consultation  with  the  inspector  of  ordnance  (or  other 
inspector  concerned)." 

Referring  to  inclosure  **K,"  General  Regulations,  dated  January  30,  these  appear 
to  be  in  too  much  detail,  and  they  may  prove  too  binding  on  the  commandant.  In 
some  cat=ey  they  are  wholly  unnecessary.  You  will  please  cancel  thi;*  order  and  issue 
such  special  instructions  m  lieu  there* »f  iw  may  be  required  from  time  to  time.  In 
illustration  oithe  department's  views  it  may  be  pointed  out  that  the  following  para- 
graphs of  this  order  are  unnecessary:  1,  2, 6,  7,  8, 10.  and  12.  As  apparently  too  com- 
plicated and  binding  are  paragraphs  3  and  4.  As  to  paragraphs  5  and  9,  no  remarks 
seem  to  be  called  for. 

You  will  please  countermand  your  order  dated  January  30,  entitled  **  Regulations 
governing  inspectors,"  because  in  some  cases  it  is  wrong  in  principle  and  in  other  cases 
unnecessary.  In  the  first  cate<,'or>'  are  pam^'ra[)hs  1,  3,  and  7.  No.  7  would  involve 
greatly  increased  and  wholly  imnecessary  clerical  force  in  the  commandant's  oflBce. 
I'aragraphs  2,  4,  8,  9,  and  12  appear  unnecessary.  It  is  the  essence  of  the  new  method 
of  carrying  on  work  at  the  navy-yards  that  the  commandant  should  not  be  obliged 
to  take  cognizance  of  small  matters  when  work  is  proceeding?  satisfactorily.  The 
weekly  rej)ort8  of  work  done  on  ships  will  u.>*ually  sutUce  to  keep  him  in  touch.  Should 
he  desire  information  as  to  any  particular  job,  it  is  always  possible  for  him  to  obtain  it. 
Broadly  speaking,  the  commandant,  like  the  president  of  a  laige  industrial  plant,  has 
to  do  with  the  exceptional,  and  not  with  the  ordinary,  and  his  powers  should  only  be 
invoked  in  larc:e  matters  of  policy  and  for  adjasting  differences  which  may  arise 
between  subordinates. 

The  department  notes  with  gratification  the  increased  efficiency  of  the  transporta- 
tion facilities  at  the  Philadelphia  Navv-Yard,  as  stated  in  the  naval  constructar's 
report  of  February  12,  page  5,  clause  (H). 

Respectfully,  Tbuman  H.  Newberrt, 

Secretary. 

The  Commandant  Navy-Yard, 

Philadelphia,  Pa, 


Appendix  G. 

memorandum  for  commandant. 

Navy  Department, 
Washington,  D.  C,  February  18,  1909. 

In  order  that  work  may  be  carried  on  at  all  navy-yards  in  as  nearly  the  same  manner 
as  local  circumstances  permit,  the  following  explanations  of  the  department's  policy 
and  views  on  the  subject  of  navy-yard  organization  and  methods,  tc^ether  with  other 
items,  based  on  experience  already  ohtained  at  the  eastern  yards,  are  brought  to  thf 
attention  of  commandaut.s  for  their  information  and  guidance.^ 

It  is  the  int(»ntion  of  the  Navy  l)ej)artnient  to  have  all  public  works,  either  original 
or  as  extensions,  executed  by  contract  whenever  possible. 

It  is  the  intention  of  the  department,  when  and  where  necessary,  to  obtain  through 
the  ( 'ivil  Service  (  ommission,  trained  and  competent  experts  as  assistants  to  inspects 
at  the  various  navy-yards.    Recommendations  under  tnis  head  are  invited. 
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When  it  is  found  impracticable  to  detail  sufficient  officers  to  aissist  in  the  manufactur- 
ing department,  favorable  consideration  will  be  given  to  recommendations  for  the  em- 
ployment of  expert  ci\dlian  aids— i.  e.,  ex|5erienced  shop  superintendentfl,  civil 
engineers,  etc.,  through  certification  by  the  Civil  Service  Commission  or  depart- 
mental examination. 

The  principal  technical  assistant  to  the  commandant  will  be  called  the  '^  manager 
of  the  manufacturing  department,"  or,  when  brevity  is  desirable,  simply  me 
"manager." 

To  dispel  any  misapprehension  which  may  exist  as  to  the  division  of  responsibility 
in  connection  with  worlc,  attention  is  called  to  the  self-evident  facts  that  manufacture 
must  precede  inspection;  that  inspectors  are  not  required  until  manufacture  has 
been  either  commenced  or  completed,  and  that  to  cripple  the  manufacturing  depart- 
ment, while  maintaining  a  laige  inspecting  staff,  is  both  indefensible  in  itself  and 
contrary  to  the  department's  policy. 

The  inspecting  force  must  be  kept  to  the  smallest  size  consistent  with  efficiency, 
since  its  compensation  as  part  of  the  ''overhead  charges"  will  materially  affect  the 
cost  of  the  finished  work. 

The  inspecting  force  may,  of  course,  vary  slightly  from  time  to  time,  but  only 
because  of  the  cnange  in  volume  of  the  yard  work  and  not  because  of  repairs  and 
minor  alterations  on  board  ships  in  commission,  which  are  to  be  inspected  by  the 
commanding  officer  or  such  of  nis  subordinates  as  he  may  designate. 

While  not  prepared  as  yet  to  lajr  down  rigid  rules  governing  tie  inspection  of  work 
done  on  ships  building,  or  on  ships  out  of  commission,  the  department  favors  the 
division  of  tnis  duty  among  the  inspectors  of  ordnance,  machinery,  and  equipment, 
00  as  that  the  former  will  inspect  not  only  the  gun  mountings  and  all  accessones,  but 
idso  the  construction  work  in  those  parts  of  the  ship  in  which,  as  her  ordnance  officer, 
he  would  be  particularly  interested ;  the  second,  to  inspect  not  only  her  propelling 
apparatus  and  auxiliaries,  but  also  the  construction  work  in  those  parts  of  the  ship 
in  which,  as  her  chief  engineer,  he  would  be  particularly  interested;  the  third,  to 
inspect  not  only  her  equipment,  but  also  the  construction  work  in  all  the  rest  of  the 
ship  not  already  assignea  to  the  inspectors  of  ordnance  and  of  machinery,  being 
especially  charged  with  inspection  and  report  as  from  the  standpoint  of  the  seagoing 
officer  liable  himself  to  8er\^ce  on  board.  There  can  be  no  sharply  drawn  line  of  de- 
marcation between  the  territories  covered  by  these  three  inspectors,  nor  is  one  desirable. 
It  will  not  be  a  matter  of  regret  if  these  territories  overlap  occasionally.  All  inspectors 
should  be  directed  to  report  promptly  whatever  may  be  advantageously  omitted  from 
our  ship. 

For  local  reasons  that  seemed  to  the  commandants  sufficient,  the  duty  of  hull 
inspection  at  certain  yards  has  been  given  to  one  officer.  This  assignment,  while 
sanctioned  by  the  department,  is  not  to  be  regarded  as  establishing  a  precedent. 

Commandants  must  exercise  careful  supervision  over  the  expenditure  of  public 
money,  since  the  department  recognizes  as  'emergency  funds"  only  those  necessitated 
by  the  hastening  of  the  completion  of  repairs  on  ships  in  commission.  For  work  on 
ships  out  of  commission  the  periodical  allotments  are  expected  to  suffice. 

The  coaling  plant  and  its  peri^onnel  are  to  be  the  charge  of  the  general  storekeeper. 

To  the  captain  of  the  yard  should  be  assigned  the  charge  of  all  floating  craft  in 
working  order,  together  \vith  their  crews. 

A  requisition  division  should  be  established  and  all  requisitions  for  ordinary  supplies 
made  out  in  the  one  place. 

Requests  for  work  on  a  ship  at  a  navy-yard,  in  commission,  will  be  sent  by  the 
commanding  officer  to  the  manager  of  tne  manufacturing  dej)artment,  who  will  at 
once,  if  necessary,  separate  the  items  into  "ordinary  repairs"  and  "changes  and 
alterations"  and  notify  the  proper  inspectors  as  to  the  items  requested.  Should  the 
inspectors  note  any  item  of  repairs  which  should  not  be  made,  or  of  which  the  results 
desired  could  be  better  accomplished  by  some  alterations,  he  will  send  this  or 
other  pertinent  comment  to  the  manager.  The  manager,  in  consultation  with  the 
inspector,  will  prepare  his  estimates  of  time  and  co«t  for  the  repairs  requested  and 
transmit  it  via  tne  inspector  concerned  to  the  commandant'.  A  separate  letter  covering 
the  changes  and  additions  will  be  prepared  by  the  manager  after  consultation  with 
the  inspector  concerned  and  will  be  transmitted  with  estimates  of  time,  cost,  recom- 
mendations, and  necessary  plans  to  the  commandant  via  the  inspector. 

The  department  again  emphasizes  the  necessity  oi  a  broad  view  of  their  responsi- 
bility by  commandants.  Tney  should  not  permit  themselves  to  be  bothered  with 
trivial  reports  where  things  are  progressing  satisfactorily.  They  should  study  the 
needs  and  methods  of  their  yards  in  a  lanre  way  and  not  gauge  their  performance  of 
duty  by  the  number  of  hours  spent  in  their  office  or  the  number  of  signatures  affixed 
to  public  documents.    The  fewer  of  both  the  better.    Their  province  is  the  over- 
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comi]^  of  difficulties  that  may  arise,  the  adjusting  of  differences  of  opinion  between 
subormnate?,  and  not  the  perfunctory  forwarding  of  routine  papers.    They  should 
not  have  to  deal  with  the  ordinary,  the  usual  or  the  smoothly  running,  but  with  the 
exception,  and  with  troubles. 
The  services  of  inspectors  now  on  duty  at  various  manufacturing  centers  are  hereby 

§  laced  at  the  disposition  of  the  commandant  for  the  inspection  of  material  or  supplies 
estined  for  the  yard  under  his  command.  This  auttiority  will  be.  exercised  after 
mutual  arrangement  with  the  office  at  the  Navy  Depirtment  or  elsewhere  which 
controls  the  inspectors'  movements.  It  mast  be  borne  m  mind  by  all  concerned  that 
stores  and  supplies  are  bought  for  the  navy  and  not  for  any  particular  part  of  Uie 
navy,  and  that  prompt  inspection  is  expected  by  the  department,  which  will  not 
tolerate  unnecessary  delay. 

Routine  and  other  reports  of  work  will  be  originated  by  the  manager  of  the  manufac- 
turing department  and  sent  to  the  inspectors  concerned  to  be  forwarded  by  them  to 
the  bureaus  interested.  The  \seekly  report  of  repairs  on  ships  will  be  made  by  the 
manager  and  submitted  by  him  to  the  commandant. 

All  machine  tools  rendered  unnecessary  by  the  consolidation  of  work,  and  too  old, 
too  weak,  or  too  inefficient,  will  be  surveyed,  appraised,  and  sold  according  to  law. 

In  the  event  of  requests  for  work  which  in  the  Uovemment's  interest  require  imme- 
diate action,  commandants  may  authorize  where  the  estimated  cost  does  not  exceed 
$1,000.  They  will  at  once  make  report  to  the  department  of  their  action  and  their 
reasons  therefor. 

The  inventory  and  card  catalogue  of  ordnance  materials  in  the  custody  of  the  general 
storekeeper  shall  be  kept  by  him  in  a  way  acceptable  to  the  Chief  of  the  Bureau  of 
Ordnance.  It  shall  be  the  duty  of  the  inspector  of  ordnance  to  aid  in  keeping  this 
card  index  or  inventor}^  sdways  correct  and  up  to  date,  and  to  examine  it  frequently 
to  this  end.    No  other  list  or  inventory  of  these  articles  shall  be  kept  at  the  navy-yard. 

Commandants  are  reminded  that  the  department  has  given  them  authority  and 
direction  to  assign  or  reassign  officers  on  duty  at  the  yard  to  such  duty  thereat  as  they 
may  designate  without  reference  to  the  department. 

Hereafter  the  duty  to  be  performed  by  an  officer,  excepting  naval  constructors,  pay- 
masters, and  surgeons,  ordered  on  permanent  duty  at  a  navy-yard  will  not  be  desig- 
nated by  the  Navy  Department,  but  will  be  assigned  to  him  by  the  commandant 
according  to  the  necessities  of  that  yard. 

Truman  H.  Nbwberrt, 

Secretary. 


Appendix  H. 

[Copy.    1298>66.] 

Navy  Department, 
Wcahington,  D.  C,  February  ftS,  1909. 

Sir:  You  are  hereby  appointed  general  inspector  of  the  United  States  navy-yards 
and  stations  within  the  continental  limits  of  the  United  States,  for  the  purpose  of 
standardizing  and  unifying  the  methods  of  administration  and  carrying  on  the  work 
at  said  yards  and  stations. 

To  execute  the  duties  of  this  office  you  are  authorized  to  issue  such  orders  direct  to 
the  commandants  concerned  as  you  may  deem  necessary  to  accomplish  this  end,  and 
you  will  at  once  submit  copies  of  the  same  to  the  department  for  approval. 

You  will  from  time  to  time  personally  inspect  these  yards  and  stations,^  report  the 
conditions  which  you  believe  to  obtain,  and  submit  your  recommendations  in  the 
premises  to  the  department. 

Upon  the  occa'^ion  of  your  first  visit  to  a  yard  or  station  you  will  furnish  a  copy  of 
these  orders  to  its  commandant,  in  order  that  your  status  as  general  inspector  and  the 
scope  of  your  authority  as  such  may  be  understood  by  him. 

You  are  authorized  to  perform  such  travel  under  these  orders  as  may  be  necessary  in 
the  proper  performance  of  this  duty. 

Keep  a  memorandum  of  the  travel  so  performed  and  submit  the  saAe  to  the  depart- 
ment tor  its  approval. 

This  is  in  addition  to  your  present  duties. 

Respectfully,  Truman  H.  Newberry, 

Secretary, 

Rear-Admiral  Caspar  F.  Goodrich,  U.  S.  Navy,  Retired. 

Commandant^  Navy-  Yard,  New  York,  N.  F. 
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Appendix  I. 

[Copy.    JCH.    No.  aOOl;  5010.    &-Ra.] 

United  States  Navy- Yard, 

Philadelphia,  Pa.,  March 8, 1909. 

[Subject:  Asstgnxnent  of  duties  of  officers  In  manufacturing  department.] 

Sir:  1.  Referring  to  your  letter  of  the  6th  instant,  directing  me  to  inform  you  as  to 
the  duties  I  have  assigned  to  the  officers  in  the  manufacturing  department,  I  have  the 
honor  to  report  that  the  present  assignment  of  officers  of  this  department  is  as  follows: 

Naval  Constructor  Stanl:  In  general  charge  of  department;  also  in  direct  charge  of 
all  yards  and  docks  work  under  appropriation  *' Public  works." 

Assistant  Naval  Constructor  Gleason:  Member  of  board  of  labor  employment,  paint 
board,  etc.  Makes  reports,  recommendations,  and  estimates  for  all  ships  relative  to 
work  under  the  cognizance  of  the  Bureaus  of  Construction  and  Repair,  Equipment,  and 
Ordnance.    In  direct  charge  of  execution'of  all  work  on  the  Kansas. 

Assistant  Naval  Constructor  Richardson:  Assists  Mr.  Gleason  in  connection  with 
work  on  the  Kansas.    In  direct  charge  of  execution  of  all  work  on  Georgia. 

Assistant  Naval  Constructor  Reed:  In  charge  of  shops  and  machinery  plant;  central 
tool  plant,  shop  management,  fire  protection,  yards  and  docks  work  under  appropria- 
tions "Repairs  and  preservation"  and  "Maintenance."  In  direct  charge  of  execu- 
tion of  all  work  on  Indiana,  Columbia,  and  Minneapolis.  • 

Assistant  Naval  Constructor  Van  Keuren:  Makes  reports,  recommendations,  and 
estimates  for  all  ships  relative  to  work  under  the  cognizance  of  the  Bureau  of  Steam 
Engineering.  In  charge  of  preparation  of  outfit  for  ships  building  under  contract. 
In  charge  of  execution  of  all  work  on  army  dredge  Delaware. 

Chief  Carpenter  Bumham:  Inspection  of  all  material  received;  surveying  oflScer  of 
the  department.    Examinations  for  quartermen  and  leadingmen. 

Carpenter  PuUen:  In  charge  of  care  and  preservation  of  construction  and  repair, 
equipment  and  ordnance  work  on  ships  in  ordinary;  accident  cases.  Assists  Mr. 
Burnham  in  inspections.    Examination  of  apprentices. 

Carpenter  Feaster:  Assistant  to  Mr.  Gleason  and  Mr.  Richardson;  in  charge  of  con- 
struction and  repair  and  equipment  work  on  vard  craft;  in  charge  building  coal  barges. 

Carpenter  Crockett:  Assistant  to  Mr.  Reed. 

Warrant  Machinist  Hosung:  Assistant  to  Mr.  Van  Keuren.  In  charge  of  steam 
engineering  work  on  yard  craft.  Assistant  to  Mr.  Gleason  for  steam  engineering  work 
on  Kansas. 

Warrant  Machinist  Hawley:  Assistant  to  Mr.  Van  Keuren.    In  charge  of  care  and 
preservation  of  steam  engineering  work  on  ships  in  ordinary.    Assistant  to  Mr.  Richard- 
son for  work  on  the  Georgia.    Quarterly  inspection  of  steam  generators. 
Very  respectfully, 

A.  W.  Stahl, 
Naval  Constructor^  U.  S.  Navy,  Manager, 

The  COU M ANDANT. 


Appendix  J. 

IlNrrED  States  Navy- Yard, 

Philadelphia,  Pa.,  March  15, 1909, 
Sir:  The  manager  has  repeatedly  stated  that  ''Public  works"  is  an  unwelcome  load. 
The  load  is  unwelcome  for  three  principal  reasons: 


(a)  Lack  of  technical  qualifications. 
(6) 


Lack  of  interest  because  of  lack  of  technical  qualifications. 

ic)  It  prevents  undivided  attention  being  given  to  work  afloat,  that  work  being 
made  to  suffer  in  consequence. 

2.  The  force  necessarily  retained  by  the  inspector  of  public  works — clerk,  stenog^ 
rapher,  2  draftsmen,  2  subinspectors,  and  a  messenger — ^for  checking  plans,  makiiij?^ 
vouchers,  correspondence,  and  actual  work  of  inspection,  could  incidentally  make  au 
desisrns,  specifications,  and  estimates  for  approximately  half  a  million  dollars'  worUi  of 
work  now  authorized,  inasmuch  as  the  actual  labor  required  for  the  performance  of  that 
work  would  take  really  less  time  than  would  be  reauired  for  looking  over  and  correcting 
desi^rns,  specifications,  and  estimates  if  prepared  in  an  office  not  qualified  for  such 
\^  crk .  Any  expenditure  in  the  manager's  office  for  the  preparation  oi  plans,  specifica- 
I  ioiit<,  and  e^^timates  for  "Public  works"  is  practically  equivalent  to  so  much  money 
thrown  away. 
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3.  The  amount  of  $80,000  has  juat  been  appropriated  for  "Pa vine"  and  "Drane 
track  extension; "  at  least  $15,000  and  a  great  deal  of  time  will  be  aaved  if  those  public 
works  are  constructed,  using  yard  forces  and  facilities,  as  compai«d  with  the  cosft  of  the 
work  if  performed  by  contract,  as  it  is  practically  impossible  to  make  yard  facilities 
available  for  contractors'  use.  It  is  extremely  important  in  the  interest  of  the  jTud 
that  the  greatest  possible  area  shall  be  paved  with  the  above  funds. 

4.  As  my  oath  of  office  requires  that  1  shall  work  to  the  best  interest  of  the  service, 
it  seems  proper  that  the  above  facts  should  be  submitted  for  your  consideration,  and  in 
order  that  tne  savings  as  outlined  may  be  effected  it  is  recommended  that  the  civil 
engineer  be  charged  with  the  construction  of  "Public  works,"  such  work  to  be  exe- 
cuted with  yard  forces  rather  than  by  contract  when  conditions  warrant,  and  in  case 
yard  forces  are  used  that  such  labor  oe  carried  on  the  manager's  rolls,  subject  to  the 
direction  of  the  civil  engineer. 

Very  respectfully,  H.  H.  Stanford, 

CivU  Engineer,  U.  8.  Navy, 

The  COMlfANOANT. 

[Firat  Indorsement.] 

Navy- Yard, 
Philadelphia,  Pa.,  March  15, 1909. 
Respectfully  forwarded  for  the  consideration  of  the  Navy  Department. 

2.  The  position  of  the  manager  with  relation  to  "Public  works"  is  very  accurately 
and  truly  stated  in  the  first  paragraph. 

3.  The  economies  which  would  result  if  "Public  works"  were  placed  under  the 
cognizance  of  the  civil  engineer  rather  than  under  the  manager  appear  to  be  con- 
servatively estimated  as  outlined  in  the  second  and  third  paragraphs,  and  seem  fully 
justified,  judging  from  recent  operations  at  this  yard  previous  to  tne  reorganization  of 
yard  methods. 

4.  The  commandant,  by  training,  experience,  and  position,  is  best  qualified  to  deter- 
mine what  "Public  works"  are  necessary  for  yard  operations  and  needs,  and  also  to 
determine  the  best  general  character  and  methods  of  construction  for  such  improve- 
ments. The  manager,  the  naval  constructor,  is  technically  trained  in  and  skilled  in 
the  mechanical  processes  peculiar  to  ship  work,  but  is  in  no  sense  a  civil  engineer. 
The  civil  engineer  is  specially  trained  to  solve  problems  incident  to  "Public  works" 
construction.  Efficiency  and  good  management  require  that  men  shall  operate  in 
their  special  fields,  and  navy-yard  work  should  be  no  exception  to  that  commercially 
recognized  principle.  The  commandant  and  the  civil  engineer  ^ould  be  charged 
with  and  held  responsible  for  "Public  works.'* 

5.  Recommendations  made  in  the  last  paragraph  of  the  attached  letter  are  earnestly 
recommended  for  the  approval  of  the  department,  as  it  is  believed  that  such  action 
will  eliminate  one  of  the  weakest  features  of  the  system  which  is  now  in  operation 
and  will  result  in  material  economies  and  benefits. 

E.  C.  Pendleton, 
Rear-Admiral,  U,  S,  Navy,  Comnumdant. 


Appendix  E. 

analysis  of  reorganization  schelf  e  as  applied  to  the  philadelphia  navy- yard. 

1.  The  process  of  reorganizing  the  Philadelphia  Navy- Yard  in  accordance  with 
orders  issued  since  January  25,  1909,  may  be  considered  as  having  passed  through  two 
phases — ^the  first  phase  extending  from  February  1  to  February  17,  the  second  from 
February  18  to  the  present  time. 

First  phase. 

f  2.  On  February  1,  in  compliance  with  General  Order  No.  9  (see  Appendix  A),  memo- 
randum for  commandants  (see  Appendix  B),  and  Secretary's  letter  No.  27174  (see 
Appendix  C),  a  consolidation  of  all  shops  was  effected  and  all  work  (with  certain 
exceptions  specified  in  General  Order  No.  9)  was  turned  over  to  the  newly  constituted 
manufacturing  department,  of  which  the  naval  constructor  of  the  yard  was  made  the 
head.  The  former  heads  of  departments  of  steam  engineering,  oranance,  equipment, 
and  yards  and  docks  became  inspectorp,  respectively,  of  machinery  (and  construction), 
ordnance,  equipment,  and  public  works. 
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3.  Ck)mplying  with  the  seventh  paragraph  of  General  Order  No.  9  the  commandant 
promulgated  orders  prescribing  ''methods  of  carrying  on  work  and  the  interrelations 
of  officers; ''  these  orders,  "General  Regulations  and  "Regulations  governing 
inspectors, "  form  Appendixes  D  and  E  to  this  circular. 

4.  As  the  work  of  tne  yard  was  carried  on  under  these  orders  until  February  18,  it 
is  well  to  examine  them'  carefully  with  reference  to  the  extent  to  which  they  con- 
formed to  the  general  scheme  as  outlined  in  the  departmental  orders,  memoranda,  and 
letters. 

5.  It  must  be  noted  that  the  memorandum  for  commandants  (January  25)  lays  spe- 
cial stress  on  the  fact  that  the  duties  and  responsibilities  of  the  commandant  were  to 
remain  unchaiiged,  it  being  the  avowed  intent  of  the  department  that,  while  all  shops 
and  all  work  in  the  yard  (except  handling  stores,  etc.)  were  to  be  consolidated  under 
the  direction  of  the  naval  constructor  as  manager,  these  and  all  other  matters  (in  the 
yard  were  still  to  be  under  the  supreme  control  (locally)  of  the  commandant.  Pur- 
suant to  this  expressed  plan  of  organization  the  commandant  issued  the  appended, 
orders,  which  were  based  on  the  tneorv  that  the  conmiandant  was  in  control  of  all 
technical  matters  in  the  yard,  the  naval  constructor  the  active  manager  of  the  manu- 
facturing department,  and  the  yard  inspectors  the  commandant's  advisers  in  matters 
pertaining  to  work  to  be  performed  for  the  bureaus  which  such  officers  formerly  repre- 
sented, and,  at  the  same  time,  to  be  activelv  engaged  in  planning,  passing  upon,  esti- 
mating for,  and  inspecting  the  work  done  by  the  manutacturing  department  for  the 
several  bureaus  ana  with  the  money  of  these  bureaus. 

6.  Under  these  orders  the  work  of  the  yard  was  carried  on  for  seventeen  days;  on 
February  12  the  naval  constructor  submitted  to  the  commandant  a  report  o^  the  reor- 
oanization  effected  and  to  be  effected  in  which  he  stated  that,  to  that  time,  he  had 
been  able  to  carry  on  the  work  under  the  orders  issued  by  the  commandant  and  that,  so 
far  as  he  was  then  able  to  judge,  it  was  going  on  satisfactorily.  He  fiuther  stated  that 
all  of  the  inspectors  had  been  courteous  and  considerate,  that  they  had  constantly 
advised  with  nim  in  matters  relating  to  the  reorganization,  and  that  there  had  been 
no  misunderstanding  or  dispute  between  himself  and  any  of  them. 

7.  On  February  13  the  commandant  made  his  report  to  the  department  submitting, 
among  other  papers,  copies  of  his  general  regulations  and  regulations  governing  inspec- 
tors. The  department  s  reply  directed  the  entire  cancellation  of  these  orders  as  being, 
with  one  or  two  excepted  paragraphs,  either  too  much  in  detail,  unnecessary,  or  con- 
trary to  the  principles  of  the  reorganization. 

8.  The  following  provisions  were  stated  to  be  too  much  in  detail: 

(1)  Commandant,  after  receiving  from  an  inspector  plans,  specifications,  and  esti- 
mates for  a  job,  to  confer  with  the  bureau  whose  money  was  to  pay  for  the  job. 

(2)  Commandant  to  direct  the  manager  to  take  up  a  job  when  it  had  been  decided 
to  perform  it. 

9.  The  following  provisions  were  stated  to  be  unnecessary: 

(1)  Correspondence  with  the  department  to  be  carried  on  by  the  commandant. 

(2)  Authority  for  work  to  emanate  from  the  commandant. 

(3)  Commandant  to  be  informed  when  additional  money  allotment  was  needed  for 
a  job. 

(4)  No  work  to  be  done  requiring  the  expenditure  of  bureau  funds  except  on  plans 
and  specifications  approved  by  the  inspector  for  that  bureau. 

(5)  No  machinery  to  be  removed  from  a  building  formerly  belonging  to  one  of  the 
previously  existing  departments  to  a  building  not  formerly  belonging  to  the  same 
department  without  the  commandant's  permission. 

(6)  Up-keep  of  buildings,  grounds,  etc.,  to  be  effected  by  the  manager  on  request 
of  the  inspector  of  public  works. 

(7)  Methods  of  inspection. 

(8)  Inspectors  to  inspect  work  durine  its  progress  and  on  completion. 

(9)  Inspectors  to  consult  freely  at  ail  times  with  each  other  and  with  the  manager 
and  to  furnish  tiie  latter  with  information  and  suggestions. 

(11)  All  correspondence  passing  through  commandant,  all  orders,  drawings,  plans, 
etc.,  to  be  accessible  to  all  commissioned  officers. 

Ql)  All  contract  work  to  be  governed  by  orders  in  force  prior  to  January  25,  1909. 

(12)  The  manager  to  furnish  mbor  on  requisition  of  an  inspector  to  care  for  bureau 
property. 

10.  Tne  following  provisions  were  stated  to  be  wrong  in  principle: 

(1)  Inspectors  to  prepare  and  submit  to  the  cammandant  plans,  etc.,  for  all  work 
subject  to  their  inspection. 

(2)  Inspectors  to  keep  commandant  closely  in  touch  with  character  and  progress  of 
work. 

(3)  Method  of  handling  cards  of  completed  job  orders  by  which  the  conunandant 
would  be  promptly  informed  of  satisfactory  completion  of  work. 
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Second  pkau, 

11.  On  February  18,  1909,  the  ordere  of  the  commandant  were  canceled  and  the 
yard  work  has  since  been  carried  on  under  the  second  memorandum  to  commandants, 
dated  Februarv  18  (see  Appendix  G).  A  dose  study  of  this  memorandum  hav-ing 
always  in  mind  those  of  the  commandant's  orders  which  were  pronounced  unnecessary, 
too  much  iij^  detail,  or  wrong  in  principle,  makes  evident  these  facts: 

(1)  The  commandant  has  no  reaA  autnority  or  control  over  the  manufacturing  depart- 
ment. 

(2)  The  inspectors  have  no  authority  and  are  to  be  consulted  to  such  extent  onlv 
as  the  managei:  mav  choose;  they  are  not  intended  to  have  any  part  in  any  work  until 
such  work  is  completed,  when,  n  the  completed  work  does  not  satisfy  them,  it  might 
be  impracticable  or  unduly  costly  to  undo  it;  they  have  nothing  to  do  with  ships  in 
commission.  (In  connection  with  this  item  attention  is  particularly  directed  to  tJiat 
paragraph  of  the  memorandum  for  commandants  of  February  18  beginning,  ''To  dispel 
any  misapprehension    *    *    *".) 

(3)  The  commandant's  position  does  not  in  any  way  correspond  to  that  of  the  presi- 
dent of  an  industrial  concern. 

(4)  The  position  of  an  inspector  is  not,  in  any  essential  respect,  analogous  to  that 
of  a  government  inspector  at  a  private  establishment  as  such  an  inspector,  either  per- 
sonally or  under  the  orders  of  the  bureau  he  represents,  prepares  or  furnishes  plans, 
Bpecincations,  and  more  or  less  detailed  instructions  as  to  methods  of  work,  inspects, 
tests,  and  finally  accepts  or  rejects  all  material. 

(5)  The  whole  work  of  the  yard,  the  sole  object  of  which  is  to  keep  the  fleet  in  a 
stste  of  preparation  for  war,  is  placed  in  the  hands  of  a  naval  constructor,  who  is  prac- 
tically independent  of  all  control  except  by  the  "department.'' 

12.  The  five  facts  above  cited  are  elucidated  and  enlarged  upon  in  it^e  succeeding 
paragraphs.  In  studying  these  paragraphs  the  reader  should  have  constantly  in  mind 
the  yard  orders  which  were  revoked  oy  order  of  the  department;  r^td  in  this  way  the 
facts  cited  and  their  discussion  must  inevitably  convince  the  reader  that  between 
January  25  and  February  18  the  department's  conception  of  the  reorganization  under- 
went a  radical  change;  the  alternative  to  this  solution  of  the  orders  issued  is  to  sup- 
pose that  General  Order  No.  9  and  the  memorandum  of  January  25  did  not  correctly 
itate  the  intentions  of  the  department  at  their  date;  the  latter  is  a  supposition  that 
no  officer  is  likely  to  entertain  and  one  that  is  certainly  not  entertained  by  any  member 
of  this  committee. 

Comments  on  second  phase, 

13.  The  commandant's  powers,  nominally  absolute,  are  practically  nil;  he  can  not 
originate  work  (Appendix  F);  he  has  no  knowledge  of  the  prQcress  of  work  except  as 
he  may  glean  it  from  the  meager  "weekly  reports'  (Appenaix  F^;  the  correspondence 
relative  to  authorized  work  does  not  pass  through  his  hands;  he  is  reduced  to  a  figure- 
head, a  mere  stamp  for  the  authentication  of  oraers  directing  the  performance  of  work 
of  the  details  of  which,  its  necessity,  cost,  and  importance  he  is  ignorant.  Such 
authority  as  might  be  assumed  to  remain  in  the  commandant  has  been  practically 
nullified  by  the  department's,  appointment  of  a  general  inspector  of  navy-yards  (an 
officer  on  the  retired  list),  who  is  authorized  to  issue  direct  to  commandants  such  orders 
as  he  may  deem  fit  for  the  purpose  of  unifying  methods  (see  Appendix  H).  The 
commandant  is  not,  as  proviaed  in  the  Navy  I^gulations  and  in  the  memorandum 
for  commandants  of  January  25,  1909,  in  entire  control  over  every  department  of  the 
yard. 

14.  There  is  no  analogy  between  the  present  position  of  the  commandant  and  that 
of  the  president  of  a  manufacturing  plant;  the  Secretary  of  the  Navy  corresponds  to 
the  president  of  the  manufacturing  plant  embracing  all  yards,  the  assistant  secretary 
to  its  vice-president,  while  the  commandant  should,  logically,  correspond  to  the 
manager  of  the  particular  branch  of  the  plant,  having  under  him  an  executive  to 
attend  to  details  not  to  usurp  his  authority. 

15.  The  senior  naval  constructor,  the  "manaijer,"  is  overburdened;  he  is  forced 
to  combine  administrative  duties  with  his  technical  work  as  a  naval  architect;  he  is 
forbidden,  by  both  statute  law  and  Navy  Regulations,  to  exercise  command  except 
in  his  own  corps;  since  it  is  impracticable  to  draw  a  distinction  in  a  military  organi- 
zation between  military  command  and  purely  administrative  control  the  naval  con- 
structor manager  is  deprived  of  the  necessary  technical  assiv^^tance  that  is  customarily 
afforded  in  a  naval  establishment  by  line  officers,  as  ordna'ice,  steam  and  electrical 
engineers,  and  by  officers  of  the  corps  of  civil  engineers  in  m  »tters  of  civil  engineering. 
The  actual  corps  of  assistants  to  tne  manager  at  this  yard  includes  4  navaTconstruc- 
tors  and  6  chief  carpenters,  carpenters,  anof  (warrant)  machinists  (see  Appendix  I). 
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Thus  only  1  technical  depftitment,  that  of  naval  architecture,  enjoys  the  benefit 
of  expert  knowledge,  while  all  others  are  manaeed  by  officers  whose  knowledge  of  the 
particular  class  of  work  must  be  slight.  In  mis  connection  it  is  significant  of  the 
degree  of  efficiency  to  be  expected  under  the  reort^anization  to  note  that — 

(1)  The  former  chief  engineer  of  the  yard  and  officer  of  upward  of  thirty -five  years' 
engineering  experience  has  been  displaced  in  a  large  part  of  his  functions  by  an 
assistant  naval  constructor  less  than  ten  years  in  the  service,  who  has  had  no  sea 
service  of  any  consequence  and  not  more  than  a  few  months,  if  any,  of  practical  engi- 
neering experience. 

(2)  The  ordnance  officer,  with  upward  of  twenty-five  years'  experience,  principally 
in  engineering  and  ordnance,  gives  way  to  an  assistant  naval  constructor  only  ten 
years  out  of  me  Naval  Academy  and  with  even  less  sea  service  than  the  assistant 
constructor  above  referred  to. 

(3)  Two  commissioned  civil  engineers  of  wide  experience  are  practically  idle, 
while  their  lo^cal  work  is  performed  by  a  number  of  officers  and  others,  among  them 
the  manager  mmself,  and  (though  not  shown  in  the  particular  appendix  now  referred 
to)  by  a  recently  employed  civilian  at  $6  per  day. 

Expert  assistance  the  manager  must  have;  if,  owing  to  his  anomalous  position,  he 
can  not  obtain  it  from  naval  officers,  he  must  be  furnished  with  civilian  expert  assist- 
ant, who  shall  be  competent  engineers,  civil,  ordnance,  steam,  and  electrical;  the 
best  such  engineers  to  be  obtained  from  civil  life  would  not  have,  and  never  could 
acquire  without  going  to  sea,  the  technical  knowledge  rec|uired;  such  as  might  be 
obtained  could  be  engaged  only  at  high  pay,  and  this  additional  burden  of  expense 
must  be  borne  by  the  product  of  the  yard.  As  an  alternative  to  the  employment  of 
civilian  engineers  an  increase  in  the  number  of  officers  in  the  corps  of  naval  construc- 
tors mi^ht  be  proposed.  Does  the  reader  think  that  this  may  be  a  feature  of  the 
reorganization  not  yet  disclosed,  even  to  the  '^ department?" 

16.  It  is  an  axiom  in  the  successful  navies  of  the  world  that  exi)erience  in  handling 
mechanisms  at  sea  under  service  conditions  is  essential  to  their  correct  design  or 
efficient  repair  on  shore.  No  officers  without  sea  experience  are  competent  judges  at 
such  mechanism;  no  persons  from  civil  life  could  possibly  have  such  Imowledge:* 
hence  the  tendency  of^the  present  navy-yard  is  toward  increased  cost  with  decreasea 
efficiency. 

17.  The  damage  to  the  fleet  by  the  exclusion  of  line  officers  from  the  shops  of  the 
navy-yards,  while  it  will  not,  perhaps,  be  so  quickly  made  apparent  as  the  financial 
and  efficiency  loss  at  the  yards  themselves,  is  equally  inevitaole  and  far  more  impor- 
tant. The  line  officers  of  the  service,  as  they  grow  up  in  the  service,  must  have  prac- 
tical experience  in  the  shops  of  the  navy-yards  if  they  are  to  be  capable  of  effecting 
necessaxv  r^paire  to  machinery  and  apparatus  on  board  the  ships  to  which  they  are 
attachea.  The  practical  knowledge  needed  for  effecting  repairs  and  for  improving 
design  must  be  acquired  in  shops;  theoretical  knowledge  may  be  obtained  from  books 
and  lectures,  but  the  theoretical  is  useless  without  the  practical.  On  May  2,  1906, 
the  Navy  Department  issued  General  Order  No.  20,  relating  to  repairs  of  ships,  which 
required  that  all  except  extraordinary  repairs  beyond  the  capacity  of  the  ship's 
resources  should  be  made  by  the  ship  s  force.  General  Order  No.  9,  issued  by  me 
same  department  on  January  25, 1909,  ectablishes  a  r^me  which  will,  in  a  few  years, 
if  continued  in  force,  reduce  to  a  negligible  quantity  the  number  of  line  officerscapa- 
ble  of  directing  or  effecting  such  repairs  on  board  snip.  Durinjo;  the  recent  extended 
forei^  cruise  of  the  Atlantic  Fleet  the  ships  were  self-maintaming  in  the  matter  of 
repairs  to  an  extent  not  hitherto  thought  possible;  such  repairs  as  could  not  be  made 
on  board  the  ships  themselves,  under  the  supervision  of  line  officers,  were,  with  few 
exceptions,  effected  by  the  Panther ,  which  was  entirely  officered  by  the  line. 

18.  The  commandant,  on  January  30,  1909,  issued  regulations  by  which  the  tech- 
nical and  expert  knowledge  of  the  inspectors,  the  former  heads  of  departments,  was 
to  be  employed  in  the  preparations  of  jplans,  specifications,  and  estimates  for  all  work 
to  be  done  under  their  inspection.  The  inspectors  were  thus  made  res^ponsible  for 
both  the  conception  and  the  execution  in  accordance  with  plans  of  all  work  under 
their  charge.  These  regulations  were  abrogated  by  the  letter  of  the  Secretary  of  the 
Navy  of  February  17.  At  present  the  inspectors  have  no  fimctions  other  than  that  of 
simple  inspection  of  work  done,  not  including  that  on  ships  in  commission. 

19.  Under  the  former  system  of  yard  organization,  with  its  many  admitted  defects, 
but  with  skilled  officers  in  charge  of  their  respective  departments,  repair  work  on  four 
battle  ships  was  successfully  carried  on  in  October  and  November,  1907.  To-day, 
under  the  existing  plan  of  oiganization,  with  all  ship  work  suspended  except  that  on 
two  battle  ships,  the  work  progressing  slowly  on  those,  with  all  the  clerical  and  mes- 
senger force  previously  employed  in  all  mechanical  departments  transferred  to  the 
manufacturing  department  (with  the  exception  of  four  stenographer  clerks),  liie  man»- 
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ger  6tate8  that  he  has  not  sufficient  clerical  and  mesaenger  force  to  transact  the  buanesB 
of  his  department. 

20.  The  situation  of  "Public  works"  is  well  set  forth  in  a  letta-  from  the  inspector 
to  the  commandant.    (See  Appendix  J.) 

21.  The  commandant  is  kept  in  ignorance  of  the  balances  of  the  various  appropria- 
tions remaining  on  hand,  and  there  is  no  provision  for  an  accounting  independent  of 
that  of  the  person  disbursing  the  funds  (whether  in  the  form  of  labor  or  of  material). 

22.  To  any  person  dispassionately  studying  the  departmental  orders  and  letters  on 
this  subject  and  analyzing  their  practical  effects  certain  ^ts  must  be  evident: 

(1)  That,  instead  of  a  consoliation  of  yard  departments  under  a  common  head 
having  been  effected,  there  has  been  an  absorption,  by  the  construction  and  repair 
department,  of  all  other  departments. 

(2)  The  commandant  has  been  left  as  a  mere  figurehead  without  authority  and  in 
ignorance  of  much  that  is  going  on  in  the  yard  of  which  he  is  nominally  ibe  head. 

(3)  That  line  officers,  as  influential  factors  in  the  machinery  of  a  navy-yaid,  are 
practically  eliminated. 

(4)  That  the  next  logical  step  would  be  to  dispense  with  the  services  of  the  line 
officers  altogether,  the  commandant  not  exceptea,  and  to  fill  their  places  by  naval 
constructors  or  civilians,  thus  ending  all  possibility  of  military  control  of  yards. 

Proposed  reorganization. 

23.  While  there  is  much  that  is  undeniably  good  in  the  existing  system  of  navy-yard 
administration,  notably  the  consolidation  of  drafting  rooms,  pattern  shops,  power 
plants,  blacksmith  shops,  etc.,  the  benefits  that  could  be  derived  from  those  excellent 
features  have  been  minimized  and  possibly  converted  into  detriments  by  the  meUiod 
of  control  adopted. 

24.  As  no  merely  destructive  criticism  is  entitled  to  serious  consideration,  a  plan 
should  be  proposed  to  take  the  place  of  the  present  plan  if  action  by  the  administration 
is  to  be  hoped  for.    Fortunately,  there  is  now  in  operation  a  naval  manu^turing  plant, 

'  the  organization  of  which  has  proved  itself  in  many  years  of  successful  operation;  the 
work  done  by  this  plant  is  oi  the  highest  auality,  of  the  extreme  of  technical  and 
mechanical  difficulty^  and  is  don^  at  a  satisiactonly  low  cost  as  compared  with  simi- 
lar work  done  by  pnvate  establishments.  The  plant  referred  to  is  the  Naval  Gun 
Factory  at  the  Washington  Navy- Yard.  At  that  factory  the  material  is  deedgned, 
plans  and  specifications  prepared,  finished  article  turned  out,  machines  bought  and 
erected,  buildings  constructed,  and  all  the  work  of  a  navy-yard  and  of  a  huge  machine 
shop  conducted  by  or  under  the  direct  and  active  supervision  of  line  officera  only. 
Witn  this  efficient  and  satisfactory  establishment  as  a  model  the  preparation  of  a  plan 
of  navy-yard  administration  resolves  itself  into  a  simple  problem.  (It  may  not  be 
out  of  place  to  note  here  that  the  present  commandant  of  the  Philadelphia  Navy- Yard, 
who  prepared  and  issued  the  orders  which  were  canceled  by  the  Navy  Department, 
has  had  sixteen  yeara  of  duty  at  the  gun  foctory,  during  six  yeara  of  which  ne  was  its 
superintendent.) 

25.  The  commandant  to  be  in  entire  control,  actual  as  well  as  nominal,  of  every 
branch,  military  and  mechanical,  of  the  yard  under  his  command,  subject  only  to  the 
Navy  Department. 

26.  An  assistant  to  be  provided  for  the  commandant  who  shall  be  a  line  officer,  shall 
be  the  executive  provided  for  by  section  1469  of  the  Revised  Statutes,  and  shall,  under 
the  commandant  and  as  "executive,"  be  the  manager  of  the  mechanical  department. 
(There  is,  properly  speaking,  no  manufacturing  department  at  a  navy-yard  where 
manufacturing  is  done  to  a  ^eat  extent,  navy-yards  being  repair  yards  rather  than 
manufacturing  yards.) 

27.  Each  inspector  will,  under  the  executive,  have  charge  of  the  planning,  prepa- 
ration of  drawings,  specifications,  and  estimates  for  and  canying  to  ultimate  comple- 
tion of  all  work  placed  under  his  charge. 

28.  Precedence  of  work,  assignment  of  machines,  management  of  shops,  all  to  be 
determined  by  the  executive,  who  will  also  assign  officers  as  superintendents  of  shops. 

29.  A  time  and  cost  department  will  determine  the  cost  of  material  and  the  cost  of 
lolior  and,  from  these,  the  cost  of  the  work  done.  This  department  is  a  check  on  the 
efTlciency  of  the  mechanical  department  and  is  directly  under  the  commandant. 
This  department  shall  keep  the  record  of  the  expenditures  under  each  appropriation 
and  shall  keep  the  executive  informed  of  the  unexpended  balances.  Tnis  depart- 
ment shall  pay  all  workmen. 
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30.  In  the  term  ''inspectors''  it  is  intended  to  include  an  inspector  of  machinery, 
an  inspector  of  construction,  an  inspector  of  ordnance,  an  inspector  of  equipment,  ana 
an  inspector  of  public  works.  All  of  these  are  to  be  line  officers,  except  the  inspectors 
of  construction  and  of  public  works,  who  would  be  a  naval  constructor  and  a  civil  engi- 
neer, respectively. 

31.  There  would  be  but  one  labor  roll  and  all  workmen  would  be  under  the  direct 
control  of  the  executive. 

32.  The  proposed  yard  oiganization  may  be  diagrammatically  illustrated  thus: 


COMMANDANT. 


General 
Storekeeper. 


Marines. 


Medical  Dept 


Cost  and 
Time  Dept 


EzBcunn. 


Pub.  Works.      Ord. 


8.E. 


Transportation. 


Equipt     Nav.  Construction. 
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